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ABSTRACT
The purpose of this study is to investigate the influences, outcomes and degree of
employee engagement, as it relates to business success of Johnson Controls.
The research was conducted by questionnaire using a sample of 120 employees of
Johnson Controls Uitenhage Plant. The sample represents 45 percent of the total
population of 267 employees. The study discusses certain key influences of engagement
- the degree to which employees are engaged and the resultant outcomes of employee
engagement.
The result of the study proves that communication, leadership behaviours, policies,
practices, recognition and rewards are real factors influencing engagement. The study
also validated that productivity, safety, customer satisfaction, employee retention and
quality are outcomes of engagement.
A strong relationship was found to exist between employee engagement and business
success. The study also found that a strong relationship exist between leadership
behaviours, policies and procedures, and recognition and rewards. Communication was
found to have no relationship with employee engagement.
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1CHAPTER ONE
INTRODUCTION, PROBLEM STATEMENT, AND SCOPE OF
STUDY
1.1 INTRODUCTION
Vehicle production is the second biggest industry in South Africa's manufacturing
sector (South Africa’s automotive industry, 2008:1). Overall, the automotive industry,
including manufacturing, distributing, and servicing of vehicles and components, is the
third largest sector in the economy. After mining and financial services, the industry
contributes seven percent to the gross domestic product (South Africa’s automotive
industry, 2008:1).
There are more than 200 automotive component manufacturers in South Africa (South
Africa’s automotive industry, 2008:1). Johnson Controls Uitenhage forms part of this
automotive component supply base, contributing to the economy by supplying seat
covers to local and overseas automobile manufacturers.
The manufacturing of automotive seat covers are labour intensive and very little can be
done to automate processes. Product quality is therefore largely dependent on operators
having pride in their work, which lead to better quality products, and reduces quality
costs. The degree to which these employees are engaged is therefore critically important
for business success.
Employee engagement is defined as the extent that an employee believes in the mission,
purpose, and values of an organisation. It demonstrates commitment through their
actions as employees and their attitude towards the employer and customers (Stockley,
2007:1).
Employees who are engaged want to contribute, have a sense of belonging, defend the
organisation, work hard and are not interested in moving to other employers.
Employees, who are not engaged, caused a gap between employees’ effort and their
organisational effectiveness (Does your organisation have an “Engagement Gap”?,
2007:8). This significantly affects an organisation’s financial performance (Minton-
Eversole, 2007:20).
2This study’s contribution will be to show what the degree (extent) of employee
engagement is, what specific factors influence engagement and the effect this has on the
business success of Johnson Controls. By establishing the negative impact of low
engagement levels, the potential impact of improving engagement can be determined.
The specific outcomes of employee engagement will also be assessed.
1.2 PROBLEM STATEMENT
Durkin (2007:31) maintains that employees are loyal to an organisation when they
connect to the purpose of their work, the vision of the organisation, and when they think
their contributions are making a difference. This loyalty leads to pride in their work,
which means that they are apt to produce a better product.
Current research appears to fail in measuring the extent to which employee engagement
reduces the cost of poor quality. Korn (2001:1) states that without data it is difficult to
see beyond well-known theories how employee behaviour is linked to business
outcomes. A further example of engagement only measured on a macro level is
captured in the statement that a five-percentage point decrease in the percentage of
actively disengaged employees would boost the United States’ productivity by $79
billion a year (Coffman, Harter and McMurray, 2001:1). It also needs to be determined
what the relevance of the human factor is with respect to employee engagement.
The costs of poor quality are the costs that result from products not meeting customer
specifications, or do not meet the designer’s design intent. These costs are categorised
into internal failure costs including scrap and rework. It also includes appraisal costs
(inspection) and prevention costs (systems and procedures). External costs include the
cost of rework, inspection, and warranty investigations, which results after the product
has left the manufacturing facility (Jacobs & Chase, 2006).
From the financial reports of Johnson Controls Uitenhage, scrap costs for the fiscal year
2006 amounted to a staggering R3,700,000, and R1,736,000 during 2007. This equates
to 0.80 percent and 0.67 percent of the annual sales revenue respectively. External
containment cost amounted to R1, 138,000 in 2006, and R238, 000 in 2007. If these
costs were not incurred, the figures would have contributed to the overall profitability of
the plant, in direct proportion. Coffman et al (2001:1) emphasizes that engagement is
crucial because it bolsters productivity.
3Organisations typically start to address gaps in employee engagement by conducting
engagement surveys (Stevenson, 2007:8). The author maintains that it should be
considered an example, if an additional 25 percent of employees operated at 80 percent
rather than 40 percent engagement, the benefit to the bottom line (profit) would be even
more significant.
Swanepoel, Erasmus, Van Wyk and Schenk (2003:760) indicate that human resource
management should add value to the organisation’s goal to being successful. While
employee engagement is at best applied through all departments in an organisation, it
should remain a key performance metric of HR professionals. Engagement should
become part of the day-to-day management work. Only when managers (not just HR)
own engagement, then it will not become just a passing fad (Welbourne, 2003:2).
An engagement survey was conducted at Johnson Controls Uitenhage during 2007.
Survey results showed that only 35 percent of survey participants were engaged. What
has not been assessed though is what the specific influencing factors and resultant
outcomes are. The outcomes of engagement are believed to have a significant impact on
the business success of Johnson Controls. The nature and extent of this impact will be
assessed through this study.
1.3 RESEARCH OBJECTIVES
1.3.1 Primary objective
The primary objective of this study is to investigate employee engagement and the
possible impact engagement has on business success.
1.3.2 Secondary Objectives
To achieve the primary objective, the following secondary goals will be investigated.
(i) To highlight the nature and degree of employee engagement
(ii) To empirically assess the factors that influence employee engagement
(iii)To empirically assess the outcomes of employee engagement
(iv)To determine the key actions that can be taken to improve the level of employee
engagement
41.4 RESEARCH QUESTIONS
The study will attempt to answer the following research questions in the context of
Johnson Controls Uitenhage:
 What is the degree of employee engagement, or disengagement?
 What are the influences and business outcomes of employee engagement?
 Is there a relationship between the influences and outcomes of employee
engagement, and the degree of employee engagement?
 What actions can be taken to improve the degree of employee engagement?
1.5 RESEARCH DESIGN OBJECTIVES
To achieve the above objectives, the following research design objectives will be
pursued:
 A secondary literature review will be conducted using articles, books, journals, and
internet sources. The objective of this review will be to establish what engagement
models are currently used.
 A further objective of the review will be to establish what relationships exist
between employee engagement and the business success of organisations.
 Interviews with key role players will also be conducted. These may include HR
professionals, Financial, and Quality leaders.
 A questionnaire will be constructed and employees will be surveyed to establish
their level of engagement, and whether they perceive how the influences and
outcomes of engagement have an impact on business success.
 The results of the survey will be analysed to understand the extent of employee
engagement and the key factors that influence engagement in Johnson Controls.
After the investigation of engagement models, literature and interviews, the key
influences and outcomes will be selected and empirically assessed in Johnson Controls.
The conclusion of the study will test the validity of the key influences and outcomes in
JCI. The study will also investigate whether relationships exist between the degree of
employee engagement, the factors that influence engagement and business success
(outcomes).
51.6 HYPOTHESES
The following hypotheses will be tested:
HO1 There is no relationship between employee engagement and business success
HA1 There is a relationship between employee engagement and business success
HO2 Communication do not influence employee engagement
HA2 Communication do influence employee engagement
HO3 Leadership behaviours do not influence employee engagement
HA3 Leadership behaviours do influence employee engagement
HO4 Policies and procedures do not influence employee engagement
HA4 Policies and procedures do influence employee engagement
HO5 Recognition and rewards do not influence employee engagement
HA5 Recognition and rewards do influence employee engagement
Based on the above, the model on the next page is hypothesized.
6Figure 1.1: Hypothesized model
Source: Constructed by Author
1.7 RESEARCH METHODOLOGY
1.7.1 Research Paradigms
Collis and Hussey (2003:47) explain that the positivistic paradigm
causes of social phenomena with little regard to the subjective stat
Positivism is founded on the belief that the study of human be
conducted in the same way as studies conducted in the natural scienc
The phenomenological paradigm is concerned with understanding
from the participant’s own frame of reference. A reaction to the po
assumed that the social reality is within us; therefore, the act of inves
an effect on that reality. Considerable regard is paid to the subj
individual. This qualitative approach stresses the subjective aspect of
focusing on the meaning rather the measurement of social pheno
Hussey, 2003:47).
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7The positivistic approach is favoured for this study since individuals will be surveyed in
order to get their opinions of employee engagement and its impact on business success.
The relationships of the different variables will be tested concerning employee
engagement. The opinions collected are subjective, but the subjectivity is reduced by
converting the responses into empirical data.
1.7.2 Sampling Design
For small populations, numbers might be chosen at random. For large populations,
numbers are taken from tables of random numbers. The sample must be large enough to
ensure that some of the very high or very low members of a population are chosen to be
in the samples, they do not affect any results obtained from the sample more than they
should. This is the random sampling method
In systematic sampling, the population is divided by the required sample size (n) and
the sample chosen by taking every ‘nth’ subject.
To avoid that some members of the population being significantly under or over
represented, stratified sampling is used. In stratified sampling each identifiable strata of
the population is taken into account (Collis and Hussey, 2003:157).
There are 267 permanent employees at JC Uitenhage plant. Respondents will be chosen
from various levels and functions from the production, administration and management
functions. These will include machine operators, quality auditors, team leaders, and
quality technicians.
In order to ensure receiving at least 120 responses, the questionnaire will be issued to
130 respondents. The number of employees at JC Uitenhage allows this requirement to
be sufficiently covered. The sample size of 120 equals 45 percent of the population.
The organisational strata of Johnson Controls consist of hourly paid employees, team
leaders and technician, salaried technical/professional staff and managers. Employee
engagement levels may vary between different strata in Johnson Controls. Concurrently,
perceptions of business success may also vary. For these reasons, stratified sampling
will be the most suitable sampling method, since it will give insight into the
abovementioned dimensions.
81.7.3 Measuring instruments
The measuring instrument for this study will take the form of a survey by means of
questionnaires. The questionnaire (ANNEXURE B) will be a combination of self-
constructed questions and questions from existing questionnaires. The understanding of
the respondents will be increased by including definitions and descriptions of variables
in the measuring instruments. Questions will be kept short and concise to enhance the
quality of the research instrument. The following information will be explained to the
respondents in the cover letter (ANNEXURE A).
 The auspices under which the questionnaire is done is that of a NMMU MBA
treatise.
 The aim of the study is to establish the extent of employee engagement and the
impact thereof on business success of Johnson Controls Uitenhage.
 That anonymity and confidentiality is ensured. Appreciation will be expressed.
The following variables will analysed through self-constructed questions:
 The degree of employee engagement (or disengagement) – SECTION B
 The factors influencing employee engagement – SECTION C
 The outcomes of employee engagement – SECTION D
The above-listed items will be anchored by a five-point Likert-type scale that ranges
from (1) strongly disagree to (5) strongly agree. The degree of employee engagement
will be measured by lending questions from existing questionnaires.
1.7.4 Validity and Reliability
Leedy (1997:35) defines reliability as the consistency with which a measuring
instrument performs. Cronbach’s alpha coefficient will be used to assess the reliability
of the questionnaire. In order to achieve reliability in this study, Cronbach’s alpha
coefficient equal or greater than 0.6 will be targeted. Hair, Anderson, Tatham, and
Black (1998:118) states that Cronbach’s alpha coefficients may be decreased to 0.6 in
exploratory research.
Collis and Hussey (2003:58) state that validity is the extent to which the research
findings accurately represent what is really happening in the situation. The
questionnaire will be given to two subject experts, and subjected to a pilot study, to
assess validity.
91.8 DEMARCATION OF FIELD OF STUDY
The research will be conducted in the Human Resources and Management fields. The
relationships being tested will branch into the Quality Assurance field.
The study is confined to Johnson Controls Automotive – Uitenhage Trim Plant. The
organisation forms part of the automotive component industry of the Nelson Mandela
Metropole.
The study will be conducted on a sample of Johnson Controls employees comprising
machine operators, technicians, professional staff and management. These employees
will be a cross-section of production, quality, engineering, logistics, and maintenance
staff.
1.9 DIVISION OF CHAPTERS
The treatise will consist of the following chapters:
CHAPTER 1: Introduction, Problem Statement, and Scope of Study
CHAPTER 2: Theoretical Overview of Employee Engagement
CHAPTER 3: Research Methodology
CHAPTER 4: Empirical Results
CHAPTER 5: Conclusions and Recommendations
1.10 CONCLUSION
The degree of employee engagement of the Johnson Controls Uitenhage plant has been
assessed annually over the past three years. Management focus appears to be on
measuring engagement and not on improving the level of engagement. The main
influences identified during the literature overview should drive focus on more specific
areas of improvement.
Determining the validity of specific influences and possible improvement actions
should lead to increased levels of employee engagement. For Johnson Controls this
could mean much needed increases in productivity, reducing costs associated with poor
quality, customer satisfaction, and ultimately improving the overall business success.
Improving product quality will go a long way to secure future business in a globalised
world economy driven by low cost and ever increasing customer expectations.
10
This study will attempt to demonstrate that management focus at Johnson Controls
should shift from products and processes, to focusing on people first in an attempt to
improve profitability. Garfield (1992:1) stresses that the smartest organisations put their
people first.
The next chapter provides a detailed literature overview of employee engagement, the
engagement models used by organisations, and the influences and outcomes of
engagement.
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CHAPTER TWO
THEORETICAL OVERVIEW
2.1 INTRODUCTION
The previous chapter introduced the concept of employee engagement with its
associated influences and possible outcomes. The main problem identified is that there
appear to be a research gap in ascertaining employees’ perceptions of the factors that
influence employee engagement and the impact it has on business success.
This chapter will expand on the definitions, key concepts, influencing factors, possible
outcomes, processes, and potential benefits of employee engagement. The purpose of
this chapter is to provide a detailed literature overview of employee engagement, and
the engagement models used by organisations. From the models found, the factors that
influence engagement will be derived. The best practices for the process of engaging
employees will also be explored.
2.2 EMPLOYEE ENGAGEMENT DEFINED
It became evident from literature that employee engagement is defined differently by
various organisations and authors. These definitions are in most cases adapted to what
the organisations deem important for them. Vance (2006:2) explains that there are
common themes that emerge. Some of these themes include employees’ satisfaction
with their work and pride in their employer. It includes the extent to which people enjoy
and believe in what they do. It also relates to the perception that their employer values
what they could offer the organisation.
Stockley (2007:1) defines engagement as the extent that an employee believes in the
mission, purpose, and values of an organisation, and demonstrates that commitment
through their actions as an employee and their attitude towards the employer and
customers. Organisations typically have vision, mission and value statements that has
been created quite often with employees being part of the process. The question that
arises is how deep all employees buy in to the vision, mission, and values. Engagement
is a measure to determine the level of buy-in by evaluating employees’ behaviours.
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Engagement measures the level of connection employees feel with their employer, as
demonstrated by their willingness and ability to help their organisation succeed, largely
by providing discretionary effort on a sustained basis (Gebauer, 2008).
This term, engagement, is being used increasingly at an organisational level to denote
the idea of an employee being fully intellectually and emotionally committed to a
particular job, so that he or she wants to give to that job what is known as discretionary
effort. Discretionary effort is the effort that he or she wants to give, as opposed to what
they are obligated to give (Woodruffe, 2005:28).
The amount of discretionary effort that an employee put into his work is a common
theme that emerges in engagement definitions. The concept of employee engagement
refers to a state where employees find meaning in their work and devote discretionary
effort and time to work (Pitt-Catsouphes and Matz-Costa, 2008:215). Employees who
are engaged will “go the extra mile” in fulfilling their job descriptions. From this
definition, it is also noted that employees may vary in their engagement from task to
task. This means that an employee can be engaged in performing one task, but
disengaged in performing another.
Welbourne (2003) considers engagement to be constructed from the roles employees
have in the workplace. These roles are broadly categorised into job roles as defined by
the job description, and non-job roles like mentoring a subordinate, career roles where
career advancement activities take place and organisation-member role where the
employee perform tasks to promote and help the organisation where it is not part of
their duties. The author defines employees to be engaged when they perform non-job
roles.
Robison (2007) classify employees into one of the following three categories: engaged,
not engaged, or actively disengaged. Engaged employees work with passion and feel a
profound connection to their organisation. They drive innovation and move the
organisation forward. Not-engaged employees are employees who are at work, but are
making no active contribution to the success of the organisation. They are putting in
their time, but no energy or passion into their work. Actively disengaged employees are
not just unhappy at work, but also act out their unhappiness. These workers undermine
the efforts of engaged workers.
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The common thread from the above definitions is ‘discretionary effort’. From this, the
definition of engagement for this study will be simplified as the extent to which
employees apply discretionary effort to achieve business success.
2.3 ENGAGEMENT MODELS
The theoretical overview uncovered four engagement models currently used by
organisations. These models are discussed in the following section.
2.3.1 The Gebauer attraction, retention and engagement model
Gebauer (2008) indicates that engagement is not only part of a person’s genetic make-
up from birth, but can be created if the key factors that influence engagement in an
organisation is understood and effectively managed. The key influences identified by
Gebauer (2008) are shown in Table 2.1 below. The author reports that the factors that
attract people to an organisation are different to those factors that retain them, and
different factors maintain their engagement while employed.
Gebauer (2008) maintains that senior management should take a sincere interest in
employees not only at work but also beyond the workplace. Employees are engaged
when they get opportunities to improve their capabilities and advance their careers
through learning and growth. Employees are increasingly aware of the organisation’s
social responsibility and want to be associated with organisations that have a good
reputation of social responsibility. Furthermore, employees are engaged through the
organisation’s focus on the customer. They want to contribute to making customers
happy by meeting customer expectations and resolving their concerns quickly.
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Table 2.1: The Gebauer drivers of Attraction, Retention and Engagement model
TOP ATTRACTION
DRIVERS
TOP RETENTION
DRIVERS
TOP ENGAGEMENT
DRIVERS
Competitive base pay Organisation’s reputation
as a great place to work
Senior management
sincerely interested in
employee well-being
Career advancement
opportunities
Satisfaction with the
organisation’s people
decisions
Improved my skills and
capabilities over the last
year
Challenging work Good relationship with
supervisor
Organisation’s
responsibility for social
responsibility
Convenient work location Understand potential career
track within organisation
Input into decision making
in my department
Flexible schedule Ability to balance my
work/personal life
Organisation quickly
resolves customer concerns
Learning and development
opportunities
Fairly compensated
compared to others doing
similar work in my
organisation
Set high personal standards
Vacation/ paid time off Work in environment
where new ideas are
encouraged
Have excellent career
advancement opportunities
Reputation of organisation
as a good employer
Competitive training Enjoy challenging work
assignments that broaden
skills
Reasonable workload Input into decision making
in my department
Good relationship with
supervisor
Organisation’s financial
health
Organisation’s reputation
for social responsibility
Organisation encourages
innovative thinking
Source: Gebauer (2008)
2.3.2 The Towers Perrin Model
Towers Perrin (2003:19) reports that many variables affect business success. One of
these variables is employee engagement. Figure 2.1 illustrates a direct relationship
between increased engagement, improved retention of talent and better financial
performance. The drivers of employee engagement, identified by the Towers Perrin
study, are listed under the employee attitudes heading.
Figure 2.1 lists nine workplace attributes (on the left) that help drive employee
engagement. The stronger these attributes are in the workplace, the stronger the level of
employee engagement. As engagement rises there are two important outcomes: A
decline in the likelihood of leaving the organisation and a stronger orientation around
customer satisfaction. The relationship that is suggested is: The more highly engaged
employees are, the more likely they are to put customers at the heart of what they do
and how they think about their jobs, and the less likely they are to leave their
organisation.
Figure 2.1: Relationship between employee engagement and financial results
Employee Attitudes Financial ResultsManagement
interestChallenging
workSource: Towers PerriEmployee
engagementCustomer focusn Talent Report (Customer
Impact15
2003)Revenue
GrowthCost of
goodsSG and A
expensesTurnover
intentionCareer
advancementCompany
reputationTeamworkResourcesDecision-making
inputExecutive visionCustomer
focusOperating
marginPositive relationship
Negative relationship
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The right side of Figure 2.1 depicts financial results where there is a relationship
between customer focus and revenue growth. The diagram also indicates a relationship
between engagement itself and revenue growth. There’s also an inverse relationship
between engagement and the cost of goods sold (COGS). The authors found that the
cost of production tends to drop as employees become more engaged in their work.
The third element of Figure 2.1 shows the relationship between turnover, turnover costs,
and sales, general and administrative expense (SG and A). SG and A along with COGS
and revenue growth are main elements of an organisation’s operating margin
calculation. Operating margin is a significant bottom-line measure of a business’s
financial health.
2.3.3 The Structural Equation Model of engagement
Langford, Parkes and Metcalf, (2006) propose the structural equation model illustrated
in Figure 2.2.
Figure 2.2: The Structural equation model of engagement
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potential predictors of property, people and peace. Property showed an indirect effect
(through participation and progress) to people and peace did not. Work practices that
showed the weakest relationships with passion were teamwork and work/life balance.
The model in Figure 2.2 can be used to explain the establishment, growth and potential
decline of an organisation in the following manner.
Langford et al (2006) explains that a critical first step in establishing an organisation is
the creation and communication of its purpose. To fulfill the purpose, property is
acquired for example, through personal or public equity. Both purpose and property
enables participation-related practices to be established, meaning the acquisition,
development and involvement of staff. Purpose, property and participation influence the
people in an organisation, for example by attracting people who want to work for a
particular purpose, by providing the resources to attract a particular level of talent, and
then developing them appropriately. In turn, people, and property and, to a lesser extent,
participation determines the level of peace. For example, through the work styles and
skills of co-workers affecting the level of conflict in a workplace, by having sufficient
resources to manage workload, and perhaps by having sufficient involvement in
decision-making. The purpose, property and participation within an organisation
directly impact progress. An example of this is by setting strong direction and values,
by enabling the acquisition of the necessary capital, and developing, recognizing and
involving employees.
Finally, the employees’ level of engagement or passion is a direct result of their sense of
purpose, the degree to which they feel they are participating in the organisation, and the
degree to which they see the organisation making progress towards important outcomes.
This heightened employee engagement contributes further to progress, which in turn
enables improvements in property to further fuel growth.
2.3.4 The High Performance Model
Vance (2006) explains that an engaged workforce generate valuable business results for
an organisation. The process starts with employer practices such as job and task design,
recruitment and selection, training, compensation, performance management and career
development. These practices affect the employees’ level of engagement as well as job
performance. Performance and engagement then interact to produce business results as
illustrated in Figure 2.3
Figure 2.3: Linking employer practices and employee engagement
Source: Vance (2006)
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Table 2.2: Analysis of engagement influences and outcomes
Gebauer attraction, retention and engagement
model YES NO Variable
Senior management sincerely interested in
employee well-being x Leadership behaviour
Improved my skills and capabilities over the last
year x
Training and
development
Organisation’s responsibility for social
responsibility x
Input into decision making in my department x
Organisation quickly resolves customer concerns x Customer satisfaction
Set high personal standards x
Have excellent career advancement opportunities x
Enjoy challenging work assignments that broaden
skills x
Good relationship with supervisor x Leadership behaviour
Organisation encourages innovative thinking x
Organisation’s reputation as a great place to work x
Satisfaction with the organisation’s people
decisions x
Ability to balance my work/personal life x Flexible work-lifebalance
Fairly compensated compared to others doing
similar work x
Work in environment where new ideas are
encouraged x
Competitive training x Training anddevelopment
Input into decision making in my department x Communication
Organisation’s reputation for social responsibility x
Towers Perrin Model YES NO Variable
Management interest x Leadership behaviour
Challenging work x
Customer focus x Customer satisfaction
Career advancement x
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Towers Perrin Model (Continued) YES NO Variable
Company reputation x
Teamwork x
Resources x
Decision-making input x
Executive vision x Leadership behaviour
Reduced COGS x
Higher operating margin x
Turnover intention x Employee retention
Structural equation model YES NO Variable
Resources x Productivity
Processes x Productivity
Technology x
Safety x Safety
Role clarity x Communication
Facilities x
Leadership x Leadership behaviour
Recruitment x Recruitment andselection
Learning and development x Training anddevelopment
Rewards and recognition x Recognition andrewards
Performance appraisal x
Work-life balance x Flexible work-lifebalance
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Structural equation model (Continued) YES NO Variable
Intention to stay x Employee retention
Customer satisfaction x Customer satisfaction
Organisation objectives x Communication
High performance model YES NO Variable
Customer orientation x Customer satisfaction
Quality emphasis x Quality
Employee training x Training anddevelopment
Involvement/empowerment x Training anddevelopment
Information/ knowledge x Communication
Teamwork/cooperation x
Employee retention x Employee retention
Responsive service x Customer satisfaction
Product quality x Quality
Overall satisfaction x Customer satisfaction
Customer retention x Customer satisfaction
Sales growth x
Market share x
Productivity x Productivity
Long-term profitability x
Source: Constructed by author
2.4 FACTORS THAT INFLUENCE ENGAGEMENT
2.4.1 Communication
Communication serves a crucial role in getting employees to feel part of the
organisation and get deep buy-in into the vision, mission, and goals of the organisation.
In the absence of consistent communication, employees become concerned about the
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future of the organisation and start thinking about leaving (Durkin, 2007:32).
Employees are aligned to organisational goals when managers keep communication
open. This sends a message that the employee matters, while not communicating makes
employees feel that they are not important. This clearly affects the level of employee
engagement.
Parsley (2006:10) regards effective organisational communication as a significant driver
of employee engagement. Part of making communication more effective is enhancing
the communication skills of managers, and making communication of performance
against goals part of their daily job. Communication becomes an even more critical
resource under uncertain and stressful circumstances. The role of leadership is to talk
frequently and specifically to employees about how their contributions are meaningful
for mission accomplishment (Wallace and Trinka, 2009:10).
Communication regarding the reputation of the organisation has an impact on
engagement. Parsley (2006:10) found that if the business world believes that an
organisation is a poor “corporate citizen”, they would communicate this belief to the
employees. The employees may want to distance themselves from such an organisation.
Their levels of frustrations will increase if the organisation does not do anything to
correct these misconceptions. The author maintains that organisations who proactively
manage their reputation will enjoy higher levels of engagement.
Effective communication has a clear link to financial performance. Parsley (2006:10)
quotes results of organisations where market value has been increased by as much as
29.5 percent, and that organisations with the highest level of effective communication
experienced a 26 percent total return to shareholders from 1998 to 2002. This is in
comparison to 15 percent return experienced by firms that communicate least
effectively. Effective communications create engaged employees, creating loyal
customers who in turn create bigger profits.
Communication has been found to be effective where it is not just merely sharing
organisation information and telling employees what to do, but rather a dialogue to
share the purpose and value of the organisation. Durkin (2007:31) suggest that
organisations should establish their purpose and values, then clearly share them with all
employees. Purpose refers to the reason the organisation exists, and was created in the
first place. Ideally, this should go beyond just making a profit. People feel increasingly
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more obligated to make a difference and to ensure that they are adding value to others’
lives.
Shaffer (2004:22) found that organisations have improved their productivity and safety
ratings through engaging employees by means of carefully managing communications
to build trust. The author distinguishes between low-performance communication
(distributing information) and high-performance communication (improving
performance). The author found that a high-performance communication system
engages employees in ways that improve their performance. The elements of a high-
performance system include: Communicating a clear line-of-sight between what the
employee does and how it influences the organisation, increasing involvement, quickly
sharing accurate decision-making information, and communicating the link between
performance and recognition.
2.4.2 Leadership behaviours
Wallace and Trinka (2009:10) regard the leadership of an employee’s immediate
manager as the most important organisational driver of employee engagement. The
authors maintain that effective leadership engenders high levels of engagement that
drive organisational performance.
Wildermuth and Pauken (2008:206) state that engagement occurs naturally when
leaders are inspiring. Employees feel engaged when their work is considered important
and meaningful. The task of leadership is therefore to ensure that employees see how
their specific task contributes to the overall business success. The leadership behaviour
that will most likely lead to engagement is to be an inspiring and visionary leader.
Another important aspect of leadership relating to engagement is communication. The
role of the leader is to envision employees by drawing a clear line of sight for each
employee between their daily tasks and vision, mission and goals.
Research conducted by Wallace and Trinka (2009:11) into the leadership competencies
and behaviours of top-performing leaders also identifies what differentiates the best
organisations. According to the authors, it comes down to a vital few competencies:
coaching performance, developing careers, and communicating the meaning in an
employee’s work.
The core elements of effective coaching are defined as frequent discussion clarifying
performance expectations, active appreciative feedback, more frequent performance
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feedback, and supportive encouragement of performance improvement. Managers who
show a sincere interest in the employee’s future career, who provide feedback on
strengths, who ensure work assignments are stretch learning assignments, and who
actively help align learning opportunities with the employee’s interests all gain greater
employee engagement. More managers should check in frequently on how the
employee is learning and provide appreciation for strengths and encouragement for
learning.
Johnson Controls have no formal coaching systems in place. While succession planning
and individual development plans form part of the annual performance appraisal
system, the key output of the appraisal is reaching operational goals. The training and
development of employees are not specifically focussed on.
Schneider, Macey, and Barbera (2009:26) found that organisations also affect
engagement by focusing on the leadership behaviours of frontline supervisors. These
supervisors are the people who touch and affect customers and employees the most.
The literature reviewed indicates that engaged employees perceive their leaders as
caring, supportive, and sensitive to the employees’ personal life circumstances.
2.4.3 Policies and Procedures
(i) Recruitment and Selection
Vance (2006:11) states that the recruitment policy of an organisation conveys certain
messages that attract future employees’ engagement and commitment. Existing
employees’ level of engagement is also enhanced when they are recruited for desirable
jobs. When the organisations recruitment policy allows external recruitment while
suitably qualified employees are overlooked, these employees’ level of engagement is
negatively impacted.
At JCI, this potential engagement factor appears to be overlooked. The perception is
that the engagement process starts when the recruit is employed. The recruitment
policy, and sending the right signals to future employees, is not considered relevant. At
times new appointments are made without calling for internal applications, or
explaining why internal candidates are deemed unsuitable. The impact of recruitment
and selection on employee engagement should be further assessed with this study.
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Schneider et al (2009:26) state that the organisation’s recruitment policy is crucial in
enhancing engagement since employees can be taught to perform front-line jobs. In the
study, it is shown that the recruitment policy was effectively applied to attract people
who are upbeat and has a positive attitude. The organisation focused on personality in
their policy, as opposed to skill and industry experience. The targeted-selection
recruitment policy applied at JCI appears to focus on skill and industry experience in a
relevant field.
By recruiting the right people and providing a solid induction, HR can ensure
employees are engaged from the outset (How to generate and maintain employee
engagement, 2008:6). When formulating the organisation’s induction material, the
following question should be pertinent: What information should be included during
induction that would positively influence engagement from day one?
(ii) Flexible work-life practices
Examples of formal flexible work arrangements include flexitime, telework and work-
from-home practices.
Richman, Civian, Shannon, Hill, and Brennan (2008:195) concluded that an
organisation’s flexible work-life policies have a significant positive impact on employee
engagement. The study further indicates that even the occasional use of flexibility is
associated with increased engagement and retention. Organisations are encouraged to
consider supportive work environments and access to workplace flexibility as essential
management practices that contribute to business success.
Many managers equate employee engagement and productivity with the amount of
hours worked. Richman et al (2008:195) found that a very small positive relationship
exist between work hours and employee engagement, but a much larger negative
relationship between work hours and employee retention - a known measure of
engagement. Flexibility in work hours has therefore been found to be a significant
driver of employee engagement. JCI management appear to measure engagement by an
employee’s eagerness to work longer hours.
In a study done by Pitt-Catsouphes and Matz-Costa (2008:225) it was found that in
general, employees who have the flexibility they need, are significantly more engaged
than those who do not have the flexibility they need, across all age groups. However,
among those who have the flexibility they need, those age 45 and older were more
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engaged than their counterparts younger than age 45. Yet differences in engagement
across age groups were not observed among employees who did not have the flexibility
they need at work. Their results suggest that flexibility fit is a powerful positive
predictor of engagement for all employees, and it may be a more powerful predictor of
engagement for older workers.
Woodruffe (2005:29) proposes that the work-life balance should be respected by
organisations. Employees know they are going to have to work hard and an employer
who shows sensitivity to work-life balance issues is more likely going to outscore one
who does not.
Rama Devi (2009:4) explains that it makes good business sense to provide flexible-
working opportunities and appropriate policies for employees. It helps organisations to
retain skilled employees, raise employee morale, and minimize absenteeism.
Organisations that help their employees to work in a way which best supports them in
balancing their work and home environments are more likely to have engaged
employees.
Pollitt (2008:15) reports that organisations should be committed to helping its
employees to pursue their careers and concurrently feel fulfilled in their personal lives.
Organisations should review its working policies to ensure that they continued to offer
solutions and opportunities over and above statutory requirements.
The challenge that will face Johnson Controls in adopting flexible work-life practices,
(should this be found to influence engagement), will be the fact that it is a
manufacturing concern operating on a just-in-time basis. The implication is that
manufacturing requires various manufacturing sub-sections to act as inputs and outputs
for other divisions. This type of work structure essentially requires that all employees be
present for the entire process, in order for the total process chain to function optimally.
The literature does not extensively cover manufacturing operations, but mainly retail
and other customer service-orientated organisations. It remains to be seen from this
investigation whether employees perceive a strong link between their work-life balance,
and their degree of engagement.
(iii) Training and Development
Vance (2006:13) regards the training and development of employees as a significant
influence of employee engagement. For new recruits, this training starts from their
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induction and orientation. Induction training makes employees aware of organisation
policies and procedures, work schedules, the organogram and history and purpose. If
induction training is performed effectively, it should leave new employees with a clear
picture of their contribution to the organisation’s mission. This is linked to the earlier
section on communication, which indicated that communicating a clear vision and
mission assists with engaging employees. Another link can be made with recruitment,
since induction can be seen as the last step in the recruitment process. Durkin (2007:31)
suggests that organisations should prioritise the communication of their purpose and
values, and then share this with employees.
Through training and development, employees acquire the necessary knowledge and
skills to perform their jobs. Vance (2006:13) found that employees who enhance their
skills through training are more likely to engage fully in their work, because they derive
satisfaction from mastering new tasks. Increasing the scope of an employee’s job,
through job design, is known as job enrichment. Job enrichment is the opposite of job
enlargement, which essentially means the employee is merely doing more of the same
work. In line with the literature reviewed, employees should be more engaged if their
jobs are enriched through training and development.
Where employees feel that managers care about their development, they respond
positively towards these managers, which in turn enhance the manager’s self–efficacy.
Employees who understand their purpose and mission in the organisation are eager to
find ways to accelerate their development. They constantly seek information about their
training and development progress (Luthans and Peterson, 2001:376).
2.4.4 Recognition and Rewards
By applying rewards, organisations encourage employees’ willingness to go the extra
mile rather than doing the minimum. A form of reward is competency-based pay
whereby employees are rewarded for mastering job-relevant knowledge, and also using
those abilities to produce results that the organisation values. This type of pay increases
engagement by fostering the employees’ pride in their new mastery (Vance, 2006:15).
By recognising contributions that employees make to sustain the future of the
organisation, the behaviour is reinforced and the employee would want to repeat this
improvement. This enhances the employees’ engagement (Townsend and Gebhardt,
2008:22). A study by Saks and Rotman (2006:612) revealed that recognition and
rewards are significant antecedents of employee engagement. When employees receive
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rewards and recognition from their organisation, they will feel obliged to respond with
higher levels of engagement (Saks and Rotman, 2006:605).
Pollitt (2008:13) propose that organisations deploy a recognition scheme based around
the organisations values, with regional, divisional, and overall organisation prizes
awarded to those who really live each of the values. Employee engagement is a key
measure of success for all managers, and all employees should be measured against the
values as part of the annual appraisal process.
Recognising and rewarding intangible values can be difficult. In order for the system to
be fair, behaviours would have to be assessed using transparent and agreed assessment
criteria. The values of Johnson Controls are integrity, customer satisfaction, employee
engagement, innovation, and sustainability. For recognition to be applied based on the
method described by Pollitt (2008:13), this would mean employees need to be observed
where and when behaviours, congruent to the values of JCI, are exhibited. The
instrument for such measurement could only be fellow employees or superiors who
have a solid understanding of human behaviour, and are objective in their evaluation. At
JCI, this measurement tool is part of the annual performance appraisal system, and is
called the “360 degree feedback”. The feedback process requires that colleagues,
subordinates, and managers describe the behaviours witnessed and interactions they
have had with an employee. The feedback is not structured with the values of JCI as a
guideline.
2.5 MEASURING EMPLOYEE ENGAGEMENT
A common question relating to employee engagement is how it should be measured.
McManus (2007) found that a common measure used is the number of ideas submitted
per employee per year. This measure indicates the employees’ willingness to improve
business success by making improvement suggestions. While suggestions could be
linked to recognition, the danger is that the employee could merely make the suggestion
to be recognised and not necessarily to contribute to the success of the organisation. The
success of the organisation is therefore not as a direct result of the employee’s
engagement, but rather a spin-off from his or her needs to be recognised.
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Vance (2006:6) found the following common themes used by organisations to measure
engagement:
 Pride in employer.
 Satisfaction with employer.
 Job satisfaction.
 Opportunity to perform well at challenging work (supportive work environment).
 Recognition and positive feedback for one’s contributions (recognition and
rewards).
 Personal support from one’s supervisor (coaching and mentoring).
 Effort above and beyond the minimum (discretionary effort).
 Understanding the link between one’s job and the organisation’s mission (visionary
leadership practices and communication).
 Prospects for future growth with one’s employer (training and development).
 Intention to stay with employer (employee retention).
The factors in brackets are the links to the influences discussed earlier in this chapter.
These factors were also found to be common themes during this literature overview.
Robison (2007) proposed 12 key elements, listed in the statements below, as good
predictors of employee engagement.
 I know what is expected of me at work (communication).
 I have the materials and equipment I need to do my work right (supportive work
environment).
 At work, I have the opportunity to do what I do best every day (supportive work
environment).
 In the last seven days, I have received recognition or praise for doing good work
(recognition and rewards).
 My supervisor, or someone at work, seems to care about me as a person (work-life
balance).
 There is someone at work who encourages my development (learning and growth).
 At work, my opinions seem to count (purpose).
 The mission or purpose of my organisation makes me feel my job is important
(purpose/visionary leadership).
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 My associates or fellow employees are committed to doing quality work (supportive
work environment).
 I have a best friend at work.
 In the last six months, someone at work has talked to me about my progress
(communication/ learning and growth).
 This last year, I have had opportunities at work to learn and grow (learning and
growth/ challenging work).
By answering the above statements, an employee gives an indication of whether the
factors that influence engagement are present or absent in the workplace. This approach
does not only measure engagement on the overall organisational level, but also at the
workgroup level. This allows the organisation to ascertain the variation in the level of
engagement across the organisation. This method further improves targeted
improvement efforts, and enables the organisation to hold local managers accountable
(Robison, 2007).
2.6 THE PROCESS OF ENGAGING EMPLOYEES
Robison (2007) outlines the process illustrated in Figure 2.5 to create an engaged
workforce. The first step involves identifying the need to improve business success
through engagement. Next, the level of engagement at organisation and group level is
measured by means of a survey. Following the survey, an improvement action plan
strategy is developed. Low score areas are identified and the action plan is initiated at
the organisational level using task groups. By using task groups from employees who
participated in the survey in addition, serve to create involvement and commitment to
the engagement process. The task groups give feedback and discuss their findings and
improvements. From this feedback, a group-level action plan is generated. The final
step of the process is to develop reporting metrics to sustain improvements.
Robison (2007) reports that as employee engagement increased at organisations where
this process was applied these organisations started to reap the benefits. Engaged
employees were working more effectively, driving financial outcomes, and increasing
profitability.
Figure 2.5: Engagement process
Source: Adapted
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Figure 2.6: Action planning impact on engagement process
Source: Earl et al (2006)
The action-planning step can be broken down further into the sub-steps illustrated by
Figure 2.7 (Earl et al, 2006). The process starts by introducing action-planning session,
and stating the purpose thereof clearly. This will help employees understand what
engagement is, why the survey was conducted, and what it measures. In addition, it will
also clarify what the survey items mean to the employees and their workgroup, and why
action planning is a vital step in improving employee engagement. Next, the survey
results are distributed and explained. A discussion session takes place to clarify what
the results mean to the workgroup. The discussion should elaborate on each item of the
results. The group selects two to three key items to work on over the next 12 months.
These key items are then brainstormed to establish follow-up actions. The result of the
brainstorming session should be a detailed improvement plan. Regular follow-up
sessions are established to measure how people are feeling about the team’s progress
toward meeting its goals.
A potential obstacle is trying to select too many improvement items at once. By
selecting two to three key items over a 12-month period, the task teams are better
focussed. The first improvement results should be seen quicker, which in turn should
encourage further improvements. The follow-up step is of critical importance to
measure progress and team members’ satisfaction with the process.
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Source: Adapted from Earl et al (2006)
2.7 OUTCOMES OF EMPLOYEE ENGAGEMENT
2.7.1 Productivity
Shaffer (2004:23) reports that several
engaging employees by showing measurable improvements in productivity and
reducing cost. The report
volume through en
states that when the results of engagement surveys are discussed between managers and
their teams, the conversations can lead to increased engagement and productivity.
means that the survey
discussion forms a crucial part of the engagement
journey.
Welbourne (2003:3)
productivity. Organisations employ people to enable business success, but at times put
obstacles in the way of them not reaching their goals. Creating an engaged wo
therefore also means getting barriers out of the way
effective and
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2.7.2 Safety
Shaffer (2003:22) reports that engagement efforts have resulted in a 76 percent decline
in work-related accidents. This was achieved by communicating to employees how they
can make a difference and providing them with the resources to do their jobs.
Williams (2008:40) advocates that to optimise safety require active employee
engagement. The first step to creating a good safety culture in an organisation is to
recruit employees who care about safety. This stresses the importance of recruitment in
the engagement process. After recruitment, training and development cultivates and
maintains the desired behaviour.
Vance (2006:1) reports that organisations with engaged employees were five times less
likely to have a safety incident than those who have non-engaged employees. An
engaged workforce is also seven times less likely to have a lost-time safety incident.
Engaged employees understand how their safety actions influences the overall success
of the business.
From the above statements, it holds that an engaged employee’s awareness of
potentially unsafe acts will be high. An engaged employee would therefore be less
inclined to behave in a manner that may jeopardise his own or his colleagues’ safety. At
JCI, safety incidents are vigorously measured. Safety awards and various other forms of
recognition of good safety practices are in place. The safety vision of JCI is to achieve
an incident-free work environment, where every Johnson Controls employee is
intolerant of unsafe acts and conditions. Linking employee engagement to workplace
safety will therefore enhance the organisation’s understanding of specific drivers of
good safety performance.
2.7.3 Customer Satisfaction
Customer satisfaction is defined as a measure of how products and services supplied by
an organisation meet or surpass customer expectation (Wikipedia, 2009). In these days
of intensive focus on customer satisfaction, employee engagement programs are seen as
a key element on the journey to customer service through operational excellence.
Organisations must engage their employees if they are to compete on customer
satisfaction and differentiate themselves in financial and market performance
(Schneider et al, 2009:23).
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Rama Devi (2009:3) indicates that as employees becomes more engaged, they become
less likely to leave the organisation and more concerned about meeting customer’s
needs. This is most evident in a service business. An engaged employee concentrates on
giving the customer a reason to return, thus building customer loyalty over time.
However, even in a business where there is little direct contact between employees and
customers, engaged employees can still indirectly affect revenue growth. Employees
can do this by supporting other employees who do have direct contact with customers,
or by pioneering innovation, that boosts sales.
The principle of the internal customer becomes more relevant where teams may not be
in direct contact with the end customer. A department who relies on the output from
another department essentially becomes an internal customer. The chain of internal
customers end with the final customer, meaning: the customer who’s purchase of goods
or services generates revenue for the organisation. A strong customer focus by engaged
employees therefore ensures that customer satisfaction is high, even in instances where
no direct contact exist with the end customer.
Recognising the close link between employee engagement and customer satisfaction,
management teams should place engagement at the centre of their plans to secure the
future of the organisation. (Pollitt, 2008:12).
2.7.4 Employee retention
Effective talent management policies and practices demonstrate commitment to human
capital, resulting in more engaged employees and lower turnover. Consequently,
employee engagement has a significant impact on employee productivity and talent
retention.
Richman et al (2008:194) concluded that supportive work-life policies and perceived
flexibility increases expected retention. This indicates that employees will be inclined to
stay with an organisation that they feel are sensitive to their personal life circumstances.
Employees are engaged in organisations where they feel that they are not just a
commodity or asset towards achieving organisational goals, but are human beings who
form part of families and communities.
Morrison, Burke, and Greene (2007:98) reports that an employee’s commitment or
emotional bonding to an organisation is not always present in organisations. The
authors reports on a study where only 42 percent of employees believe that their
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organisation deserves their allegiance. When employees are not committed to the
organisation, it inevitably leads to high staff turnover rates.
2.7.5 Quality
Owusu (1999:107) states that managers have realized the danger of solely considering
people (workers) as a mere extension of production machines or, an expendable
commodity. Managers have also realized that respecting people, by considering their
capability to think and not just to perform physical work is the foundation of any
durable improvement of the organisation’s performance (including quality
performance). Any view short of this denies the worker the right to be human because it
does not recognise the worker's ability to think and suggest some improvements toward
a better and safer working environment.
The term ‘quality’ is used in various contexts throughout literature. Key quality
concepts include quality control (QC), quality assurance (QA), and total quality
management (TQM).
Trollip (2009:3) states that quality control involves evaluating whether preset
specifications or standards have been achieved. It includes all test inspection, and
monitoring activities. QC also involves taking corrective action when non-
conformances do occur, and is known as quality by detection.
Quality assurance includes all activities that are concerned with preventing non-
conformances from occurring in the first place. This requires all aspects of quality to be
properly planned into the product or process before production starts. Typical QA
activities include:
 developing detailed standards
 fully documenting procedures
 making everyone aware of their responsibilities
 widespread training and education
 establishing effective controls
Quality assurance is also known as quality by prevention. Hugo, van Rooyen and
Badenhorst (1997:104) defines Total Quality Management as the philosophy that every
employee must be imbued with an attitude directed towards a continual striving for
improvement. TQM elevates quality to the entire business. It is a way of managing a
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business to improve overall performance. The foundations of TQM have been
summarised as follows:
 focus on the customer
 continuous improvement
 employee involvement
 teamwork
 management by fact
QC and QA are still important and are encompassed in the TQM concept. TQM has also
been referred to as quality by habit (Trollip, 2009:4).
Sun, Hui, Tam, and Frick (2000:350) investigated the relationship between quality,
employee involvement and business performance. Figure 2.8 illustrates the correlation
relationships found between the variables. The authors define employee involvement as
a process designed to empower members of an organisation to make decisions and to
solve problems appropriate to their level in the organisation. Results from the study
show that empowerment does result in more satisfied customers and employees. Job
enrichment and task characteristics such as skill variety and autonomy are directly
associated with higher work quality and employee satisfaction.
Increased involvement means more responsibility, which in turn requires a higher level
of skills. Training should be provided to allow employees to attain higher skills and
should include training in both techniques, such as statistical methods and managerial
skills in decision-making, leadership and team building. Training is the essential part of
all quality programmes and it is relatively easy to incorporate knowledge development
with TQM programmes.
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Figure 2.8: Quality, Employee involvement and Business performance
Source: Sun et al (2000:351)
Companies, which implemented quality management programmes, must recognise and
reward quality improvement and better customer service. The reward system should
provide incentives to motivate employees to participate further. Performance-based,
individual, and group-based payment systems, business interest sharing, and gain
sharing.
Johnson Controls Uitenhage uses Six Sigma and 8D-TOPS approaches to enhance
quality and problem solving activities. Both these approaches require the use of cross-
functional teams to identify real root causes and bring about lasting and effective
solutions to problems. As part of the six sigma methodology, team members are trained
on various tools including Pareto analysis, statistical process control, failure mode and
effects analysis, and cause-and-effect analysis to name but a few. The team members
walk away from the project empowered with a toolbox of techniques they can use in
their day-to-day functions.
The 8D method requires the problem champion to identify a suitable team, based on the
nature and magnitude of the problem, as a first step to the problem-solving process. The
Total Quality
Management
Employee
involvement
Business
performance
ISO 9000
certification
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final step is “Recognise the team”. During this step, recognition is given to team
members by means of small gifts and public praise during communication sessions.
Six Sigma and 8D projects can be entered as team rally projects. Team rally is a global
JCI initiative aimed at stimulating business improvement projects through teamwork.
Teams that bring about significant improvements, demonstrate the effective use of
problem-solving tools, and show good teamwork are rewarded with overseas travel.
There appear to be no literature available that link employee engagement with quality of
work and the cost of poor quality. One goal of quality assurance is to ensure that
customers receive a product or service in the manner in which it is expected or
specified. For the scope of this study, this means customer satisfaction. The measure of
customer satisfaction is therefore closely linked to the outcomes of quality of work.
Campanella (1999:3) states that in general business leaders are aware that quality has
some impact on customer satisfaction. The concern is that these leaders do not always
see the link between customer satisfaction and profit. Any reduction in quality costs will
have a direct impact on the gross profit margin of a business.
Caplen (1997:11) states that almost all activities in an organisation are somehow related
to quality and all costs can therefore be considered quality costs. The cost of quality is
commonly discussed under the headings of failure cost, appraisal cost, and prevention
cost, as discussed in chapter one of this study.
2.8 CONCLUSION
While employee engagement is defined differently by different researchers and
organisations, some common themes emerged during the literature review. The degree
of loyal commitment and discretionary effort that employees exert to achieve business
goals was found to be the most common umbrella definition of employee engagement.
The literature reviewed clearly indicates that there is strong link between employee
engagement and business success. The question is: If the link exists, why do
organisations not act on this to improve business success? Various factors influence
engagement, but the strength of the impact is dependent on the type of business (for
example service versus manufacturing).
There are specific outcomes of the engagement process that are crucial to business
success. Depending on the strategy of the organisation, engagement can be structured to
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deliver those outcomes prioritised. The most important aspect of the process is effective
action planning.
The link between quality assurance and employee engagement poses a noticeable
research gap. This study will attempt to understand whether engagement has a
significant impact on quality and the associated costs of poor quality.
The next chapter will discuss the research methodology used in this study.
43
CHAPTER THREE
RESEARCH METHODOLOGY
3.1 INTRODUCTION
Chapter two provided a detailed literature overview of employee engagement,
engagement influences, outcomes and best practices for the process of engaging
employees. The chapter gave an insight into the current thinking on employee
engagement and explored a number of models used in organisations.
The purpose of this chapter is to outline the research methodology that was used for
testing the relationship between the independent variables and the dependent variable –
employee engagement. The dependent variables related to the factors that influence
engagement are policies and procedures, leadership behaviours, recognition and
rewards and communication. The dependent variables related to the outcomes of
employee engagement are: quality of work cost of poor quality, customer satisfaction,
and productivity.
3.2 RESEARCH TYPE
The study seeks to understand the perceptions employees have of employee engagement
and the impact engagement has on business success. The quantitative approach is used
to answer questions about the relationships amongst measured variables with the
purpose of explaining, predicting, and controlling a phenomenon (Leedy, 1997:104).
Table 3.1 was used as a guide to decide which research approach would be most
suitable for this study.
Using Table 3.1 and based on the kind of information sought and the objective of
testing the relationship of the dependent variables on the independent variable
(employee engagement), it was decided to follow the quantitative research method. A
quantitative variable is a numerical attribute of an individual or object (Collis and
Hussey, 2003:153). Quantitative analysis typically analyse numbers and figures which
is suitable for measuring human behaviour when converted to variable data using a
nominal rating scale.
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Qualitative studies base their accounts on qualitative information (words, sentences,
and narratives) and were not found to be best suitable for the purpose of this study
(Blumberg, Cooper and Schindler, 2008: 191).
Table 3.1: Research type decision table
Use this
approach if: Quantitative Qualitative
Applicable
to
quantitative
Applicable
to
qualitative
1.You believe
that:
There is an
objective
reality that can
be measured
There are multiple
constructed
realities that can
be measured
Yes Yes
2.Your
audience is:
Familiar
with/supportive
of quantitative
studies
Familiar
with/supportive of
qualitative studies
Yes No
3.Your
research
question is:
Confirmatory,
predictive
Exploratory,
interpretive Yes No
4.The available
literature is: Relatively large
Limited or
missing Yes No
5.Your
research focus:
Covers a lot of
breadth
Involves in-depth
study Yes No
6. Your time
available is: Relatively short Relatively long Yes No
7. Your
ability/desire to
work with
people is:
Medium to low High Yes Yes
8. Your desire
for structure is: High Low Yes No
9. You have
skill in the
area(s) of:
Statistics and
deductive
reasoning
Attention to detail
an and inductive
reasoning
Yes No
10. Your
writing skills
are strong in
the area of:
Technical,
scientific
writing
Literary, narrative
writing Yes Yes
Source: Adapted from Leedy (1997:109)
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3.3 RESEARCH DESIGN
Research design is defined as the plan and structure of investigation so conceived as to
obtain answers to research questions (Blumberg et al, 2008: 195). The design also
provides the overall framework for collecting the data. After the problem has been
formulated concretely, the design is developed as a format for the detailed steps in the
study (Leedy, 1997:94).
Collis and Hussey (2003:1) explain that the purpose of research is to review and
synthesize existing knowledge. The existing knowledge on employee engagement was
explored under the literature overview of this study. The literature overview identified
the current thinking on the topic, as well as the variables that impact on engagement and
the expected outcomes. The study was designed to test whether these variables are
applicable at Johnson Controls. What remains to be determined is whether new insights
could be gained and a new contribution can be made to the existing body of knowledge.
3.3.1 Population
The population of this study is all the employees of the JCI Uitenhage Trim Plant. The
population size is 267 employees consisting of managers, technical and professional
staff, team leaders, technicians and hourly-paid employees.
3.3.2 Sampling design
Sampling design is part of the research planning process whereby the target population
is identified and a sample is selected where a census is not desired. The sample is part
of the target population and is carefully selected so that it represents the population
(Blumberg et al, 2008: 69). The variables and hypotheses were tested using a sample in
order to make estimations of the population values.
The reasons for sampling include lower cost, greater accuracy of results, greater speed
of data collection and availability of population elements (Blumberg et al, 2008: 228).
A sampling strategy was favoured for this study since the cost of researching the entire
population of 267 employees would be excessive. Due to the relatively small size of the
population, a sample size of 120 employees was used which equates to 45percent of the
population. Costs were reduced by printing fewer questionnaires and spending less of
the researcher’s work hours on administering the questionnaires. The data collection
process was more efficient by selecting only a sample of 120.
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Collis and Hussey (2003:155) define a good sample as a sample that is chosen at
random, is large enough to satisfy the needs of the investigation and is unbiased. The
population of the study is relatively small and consists of employees at different
hierarchical levels (strata) of the organisation. For this reason, simple stratified
sampling was used to ensure that certain members of the organisation are not over or
under represented. The different strata in JCI are hourly paid employees, first line team
leaders and technicians, administrative and professional staff and management. The
proportion of employees in each strata of the population was determined and the same
proportions applied to the sample as can be seen from Table 3.2.
Table 3.2: Sample stratification
Strata Population Stratification
(%)
Sample size
Hourly paid
employees 221 83 100
Team Leader / Technician 19 7 8
Administrative/Technical/
Professional Staff 22 8 10
Manager 5 2 2
TOTAL 267 100 120
Source: Constructed by Author
3.3.2 Data Collection
Collis and Hussey (2003:160) identify two main sources of data: primary and
secondary. Primary data is data collected at the source in an uncontrolled situation by
asking questions or making observations. Secondary data is data that already exists.
Data for this study was collected by primary and secondary data collection methods.
Primary data collection was done by means of a self-administered questionnaire
distributed to a sample of JCI employees. The secondary data collection was done
through a desktop literature overview using journal articles, books, the internet and
magazine articles.
Collis and Hussey (2003:151) propose the process illustrated in Figure five to be
followed during data collection. This method was followed using the variables
identified in chapter two and using a stratified sample of JCI employees. Quantitative
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Collect data
Conduct pilot study
Choose appropriate collection
method
Select type of data required
Select sample
Identify variables or phenomena
data was selected as the type of data. A pilot study was conducted followed by the
actual data collection using a questionnaire.
Figure 3.1: Data collection process
Source: Collis and Hussey (2003:152)
Collis and Hussey (2003) defines a questionnaire as a list of carefully structured
questions that illicit reliable responses from a chosen sample. A questionnaire forms
part of the category called primary data, which is data collected at the source. The data
for this study was gathered using a self-administered questionnaire. The questions were
carefully constructed based on the variables identified during the literature overview.
The dependent variables in the questionnaire were captured in questions and linked to
an ordinal scale using a five point Likert-type scale. The response to questions was
therefore measurable and quantifiable.
The study also made use of secondary data during the literature overview. The literature
overview consisted of secondary data gathered by means of a desktop search of journal
articles, books, internet articles, and magazines.
3.3.3 Questionnaire Design
A cover letter was constructed and attached to each questionnaire. The purpose of the
letter was to encourage employees to understand the purpose of the study, to kindly ask
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for their assistance and to motivate them to complete the questionnaire. The cover letter
also explained the auspices under which the study is conducted and the context of
employee engagement practices being investigated (Collis and Hussey, 2003:174). The
cover letter assured the respondent that the information would be kept confidential.
The questionnaire was designed to capture all the variables identified during the
literature overview (Jones, Wahba, and van der Heijden, 2007:123). Section A consists
of six questions gathering the biographical data of the respondents. Section B of the
questionnaire, measuring the degree of engagement, was adapted from Gallup’s 12 key
elements of measuring employee engagement (Robison, 2007). Section C measures the
different influences and outcomes of employee engagement. Questions for Section C
were constructed from subject knowledge gained from the literature overview and
phrased in such a manner that it is easy to understand by all employees. Job titles,
descriptions, and terms were used that are common in everyday conversations in JCI.
According to Collis and Hussey (2003:184), classification questions are questions that
set out to find out more about the participant. In the questionnaire, classification
questions were included to establish the position held, gender, age, length of
employment, department and level of qualification of the employee. These questions
enabled the cross tabulation and statistical analysis of the data, using a nominal scale of
measurement.
Closed-ended questions are questions where the respondent’s answers are selected from
a number of predetermined alternatives (Collis and Hussey, 2003:179). The
questionnaire was constructed using only closed-ended questions, since the objective
was to find factual data that will be easy to analyse. The variables were described using
short statements. A Likert rating scale was attached to each statement to enable
respondents to indicate their level of agreement ranging from “strongly agree”, “agree”,
“Neither agree nor disagree”, “disagree” or “strongly disagree”. Each response was
coded for later analysis.
3.3.4 Administration of questionnaires
The questionnaire was distributed in groups to various sections of the organisation
based on the stratified sample determined. A short meeting was held with the team
leaders and managers of these sections explaining the purpose of the study, how the
questionnaire should be completed, and the period for returning the completed
questionnaires.
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Leedy (1997:205) defines randomisation of the probability sample to mean selecting a
sample from the whole population in such a way that the characteristics of each unit of
the sample approximate the characteristics of the whole sample. Randomisation for this
study was achieved by the researcher selecting, at random, employee names of the
attendance list. The selection was unbiased since team leaders and managers could not
select respondents who they favoured for the study.
3.4 RESPONSE RATE
Blumberg et al (2008: 301) state that researchers should put considerable effort into
ensuring that the maximum response rate is obtained. To ensure a good response rate,
measures were put in place by designing questions that:
 are easy to read
 offer clear response directions
 include personalised information
 provide information about the survey in a cover letter
 are followed by researcher contacts to encourage response.
The above guidelines were followed to maximise the response rate. After distribution,
contact was made with team leaders and managers reminding them of the due date.
Stationery was provided to assist with completion and questionnaires were re-issued
where respondents indicated they no longer have the questionnaire.
In order to ensure that a sample size of 120 is achieved, 130 questionnaires were
distributed. Table 3.4 indicates the number of questionnaires returned from each
section. The response rate is 92.3 percent.
50
Table 3.3: Response rate
Department /Line Questionnaires issued Questionnaires returned
Cutting 12 10
Nissan 22 22
Land Rover 30 26
VW 20 20
Ford 20 17
Quality 8 8
Logistics 3 3
Maintenance 5 5
Staff 10 9
TOTAL 130 120
Source: Constructed by author
3.5 VALIDITY AND RELIABILITY
Validity and reliability are important factors to be considered during the data collection
process (Leedy, 1997:32).
Collis and Hussey (2003:58) states that validity is the extent to which the research
findings accurately represent what is really happening in the situation. There are
different types of validity. The two types of validity assessment techniques that were
used in this study is content validity and construct validity.
Leedy (1997:35) defines reliability as the consistency with which a measuring
instrument performs. Cronbach’s alpha coefficient was used to assess the reliability of
the questionnaire in this study.
3.6 DATA ANALYSIS
Blumberg et al (2008: 75) state that data analysis involves reducing accumulated data to
a manageable amount, developing summaries, looking for patterns and applying
statistical techniques. The purpose of this step of the research process was to convert
raw data into information that can be easily interpreted.
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In order to analyse the data effectively, all questionnaires were identified with a unique
number prior to distribution. Every question was coded with a numerical number. The
Likert scale questions were coded in the following manner:
 Strongly agree (1)
 Agree (2)
 Neither agree nor disagree (3)
 Disagree (4)
 Strongly disagree (5)
Coding enabled the data to be analysed on a computer using Microsoft Excel
spreadsheet software and Minitab statistical software. Biographical interval data was
analysed using frequency distribution tables. Excel graphs are used to show proportions,
Collis and Hussey (2003:207) explain that descriptive statistics can be used to
summarise and display quantitative data. In this study, mean, mode, median, and
standard deviation were used for data analysis.
3.7 CONCLUSION
This chapter outlined the research methodology used to test the relationship between
employee engagement, the key factors that influence engagement and the outcomes of
engagement. The chapter expanded on the research type, research design, and pilot
study methods that were followed.
The positivistic quantitative analysis approach proved to be the most suitable research
method for this study. Employees were effectively surveyed to get their opinions of
employee engagement and its impact on business success. The relationships of the
different variables were tested concerning employee engagement. The opinions
collected are subjective, but the subjectivity is reduced by converting the responses into
empirical data.
In the following chapter, the empirical results obtained from the questionnaires will be
analysed and presented.
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CHAPTER 4
EMPIRICAL RESULTS
4.1 INTRODUCTION
The previous chapter outlined the research methodology used to test the relationship
between employee engagement, the key factors that influence engagement and the
outcomes of engagement. The quantitative research method was followed to gather data
by means of a questionnaire. The purpose of the study is to determine the perceptions of
JCI employees regarding employee engagement and the impact engagement has on the
business success of JCI.
This chapter will analyse the data collected and present the results of the empirical
study. The sample size is 120. The number of items where respondents failed to answer
a specific item is indicated as “no response” where applicable.
4.2 VALIDITY AND RELIABILITY
4.2.1 Validity
Collis and Hussey (2003:58) state that validity is the extent to which the research
findings accurately represent what is really happening in the situation. There are
different types of validity. The two types of validity assessment techniques used in this
study is content validity and construct validity.
Leedy (1997:33) states that content validity is the accuracy with which an instrument
measures the factors or situations under study. The questionnaire for this study was
submitted to the Human Resource Manager of JCI and a research expert in business and
economic sciences faculty at the NMMU to assess the accuracy of the content.
Construct validity relates to the problem that there are a number of phenomena which
are not directly observable. These hypothetical constructs are assumed to exist as
factors, which explain observable phenomena (Collis and Hussey, 2003:58). Construct
validity was tested by means of pilot study.
Collis and Hussey (2003:175) stresses that it is important to pilot or test the
questionnaire before distributing it. A pilot study was conducted to test for any
construct weaknesses, and for weaknesses in the research design. Blumberg et al (2008:
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74) suggest that the pilot study should draw subjects from the target population and the
procedures and protocols followed that has been designated for the study. The authors
recommend that a minimum of five pilot respondents should be used for the study.
Five respondents were randomly chosen from the strata identified in Table 3.2. Two
respondents were chosen from the hourly paid stratum and a further three pilot
respondents chosen from each of the remaining three strata. The questionnaires were
self-administered and a short discussion was held with the respondents after completion
to determine if any difficulties or confusion arose with completing the questionnaire.
The pilot study revealed that two of the respondents misinterpreted the diploma
classification question to mean any type of training certificate obtained. The element
was improved by describing it as “National Diploma (matric + three years study)”. No
further discrepancies or errors were identified and all questions were answered.
4.2.2 Reliability
Cronbach’s alpha coefficient was used to assess the reliability of the questionnaire in
this study. This statistical procedure, using Minitab software, was used to correlate test
items from sections B, C, and D of the questionnaire. The assessment measured each
factor with other factors for all the questionnaires. The targeted Cronbach’s alpha
coefficient is 0.6. Hair, Anderson, Tatham, and Black (1998:118) states that Cronbach’s
alpha coefficients may be decreased to 0.6 in exploratory research.
The result of the reliability assessment is captured in Table 4.1. The table indicates the
sections and factors covered in the questionnaire. All factors were found to be internally
reliable, except flexible work-life practices where Cronbach’s alpha was found to be
0.3624. The Cronbach’s alpha coefficients greater than 0.6 indicate that the
questionnaire is consistently measuring what each factor sets out to measure. Flexible
work-life is a foreign concept in JCI, and this could explain the low score for this factor.
It is the opinion of the author that the respondents were not comfortable with
understanding how they could have flexible working arrangements in a rigid
manufacturing operation.
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Table 4.1: Cronbach’s alpha
Section and
Items
Variable Response
count
Cronbach’s-
alpha
C1-6 Communication 112 0.8489
C7-11 Leadership behaviours 111 0.8982
C12-15 Recruitment and selection 117 0.6459
C16-18 Flexible work-life practices 112 0.3624
B6;B12;C19-21 Training and development 114 0.7649
B4;C22-24 Recognition and rewards 115 0.8331
D1-4 Productivity 116 0.7593
D5-9; Safety 115 0.7379
D10-14 Customer satisfaction 106 0.7340
D16-18 Employee retention 113 0.7635
D19-23 Quality 114 0.7814
4.3 ANALYSIS AND PRESENTATION OF BIOGRAPHICAL DATA
Section A of the questionnaire contains questions to obtain the biographical data of the
respondents. The questions related to their position in JCI, gender, age, length of
employment, highest qualification and department.
4.3.1 Position
Question one required respondents to indicate the position they hold in JCI. The data is
summarised in Table 4.2
Table 4.2: Position in organisation
POSITION RESPONSE FREQUENCY PERCENTAGE
Hourly-paid 89 74
Salaried staff 8 7
Salaried Technical or Professional 7 6
Team leader/Technician 6 5
Manager 1 1
Other 4 3
No Response 5 4
55
The largest proportion of respondents was hourly-paid employees (74 percent). These
employees are mainly sewing machine operators directly involved with the
manufacturing of the product. Salaried, technical, and professional staff constitutes 13
percent and occupy mainly engineering and administrative positions. Team leaders and
technicians are first line supervisors (5 percent).
4.3.2 Gender
Question two required that respondents indicate their gender. The results are presented
in Figure 4.1.
Figure 4.1: Gender of respondents
Sample size = 113 / No response = 7
The larger proportion of respondents is female (76 percent). Sewing, traditionally
considered a light-duty job, are mostly done by females.
4.3.3 Age
Question three required respondents to indicate their age. The results are captured in
Table 4.3.
Table 4.3: Age of respondents
AGE RESPONSE FREQUENCY PERCENTAGE
Below 20 years 0 0
21 – 30 years 15 12
31 – 40 years 64 53
41 – 50 years 33 28
Male
27
24%
Female
86
76%
Male
Female
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AGE RESPONSE FREQUENCY PERCENTAGE
51 – 60 years 8 7
61 years and above 0 0
No response 0 0
The results indicate that just over half of the respondents are between 31 and 40 years of
age. When combined with the next age interval of 41 to 50 years, it can be concluded
that the larger majority of respondents (78 percent) are between 31 and 50 years of age.
4.3.4 Length of employment
Question four required respondents to indicate how long they have been employed at
JCI. The results are captured in Table 4.4.
Table 4.4: Length of employment
LENGTH OF EMPLOYMENT RESPONSE FREQUENCY PERCENTAGE
Less than 1 year 17 14
1-5 years 20 17
6-10 years 54 45
11-15 years 27 23
16-20 years 1 1
More than 21 years 0 0
No response 0 0
The analysis reveals that 45 percent of the respondents have been employed at JCI
between six to ten years. The length of employment of employees is not necessarily an
indicator of the employees’ willingness to stay with the organisation. It is understood
that the prevailing unemployment rate, the availability of suitable jobs, and various
other factors could influence the length of employment. This variable is therefore not
viewed in isolation, but is explored further in the section on employee retention as an
outcome of engagement (refer section 4.5.4).
4.3.5 Highest level of qualification
Question five required respondents to indicate their highest level of qualification. The
results are captured in Table 4.5.
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Table 4.5: Highest level of education
HIGHEST LEVEL OF
EDUCATION
RESPONSE
FREQUENCY PERCENTAGE
Matric (Grade 12) 92 77
National Diploma 9 8
Degree 5 4
Post graduate degree 4 3
Other 6 5
No response 4 3
The results indicate that 77 percent of respondents have matric (grade 12) as their
highest level of education. A closer analysis of the questionnaires revealed that
respondents who indicated their education level as “other” had high school education
lower than grade 12. These respondents constitute five percent of the sample.
4.3.6 Department
Question six required respondents to indicate in which department they work. The
results are captured in Table 4.6.
Table 4.6: Department where employed
DEPARTMENT RESPONSE FREQUENCY PERCENTAGE
Production 81 67
Quality Control 17 14
Logistics 3 2
Maintenance 4 3
Finance/Accounting 1 1
Human Resources 3 3
IT 0 0
Programmes/Development 0 0
Other (please specify): 8 7
No response 3 3
The production department constitutes the largest proportion of 67 percent of the
respondents. The remaining 30 percent of respondents are considered support functions
(indirect labour) to production (direct labour).
4.4 ANALYSIS AND PRESENTATION OF SECTION B
EMPLOYEE ENGAGEMENT
Section B required respondents to answer questions relating
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From statement B2, 72 percent responded favourably that they have the materials and
equipment to do their work effectively. Fifteen percent of the respondents indicated that
they do not have the materials and equipment to do their work effectively, while 13
percent were uncertain. It therefore appears that the majority of employees have the
necessary materials and equipment to do their work effectively.
Statement B3 indicates a 73 percent favourable response that respondents have the
opportunity to do what they do best every day. Nine percent responded that they were
uncertain whether they had the opportunity to do what they do best at work, while 18
percent responded unfavourably. The majority of respondents therefore have the
opportunity to do what they do best at work.
From statement B4, it can be seen that 56 percent responded that they did not receive
recognition or praise in the past six months for doing good work. Only 30 percent
responded that they have received recognition or praise, while 14 percent was neutral. It
thus appears that the majority of the respondents did not receive recognition or praise in
the past six months.
For statement B5, 62 percent responded favourably that someone at JCI cares about
them as a person, while 28 percent responded unfavourably to this statement and 10
percent were uncertain. The conclusion is therefore that the majority of respondents
have someone at work that cares about them.
For statement B6, 47 percent of the respondents were in favour that someone at JCI
encourages their learning and development. The unfavourable response to this statement
was 42 percent, with 11 percent of the respondents neither agreeing nor disagreeing
with this statement. From the relatively equal proportion favourable and unfavourable
responses, it therefore appears that respondents are divided over whether someone at
work encourages their learning and development.
Statement B7 shows a 49 percent favourable response to the statement that employees’
ideas and suggestion count at work. The unfavourable response percentage is 41
percent, and 10 percent of the respondents were uncertain. It thus appears that the
majority of respondents do feel that their ideas and suggestions count at work.
Statement B8 indicates a 70 percent favourable response that the mission/purpose of
JCI makes them feels that their job is important. Fourteen percent responded that they
were uncertain whether it makes their job feel important, while 14 percent responded
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unfavourably to this statement. The results therefore indicate that the majority of
respondents do feel that their jobs are important because of the mission and purpose of
JCI.
For statement B9, a 69 percent favourable response was obtained to the statement that
respondents feel their colleagues are committed to doing quality work. Fifteen percent
responded unfavourably to this statement, and 16 percent neither agreed nor disagreed
with the statement. The interpretation is therefore that the majority of respondents
perceive their colleagues to be committed to doing quality work.
Statement B10 obtained a 50 percent favourable response to the statement that
respondents have a best friend at work. The unfavourable response was 36 percent, and
14 percent of the respondents were uncertain. It thus appears that the majority of
respondents have a best friend at work.
The analysis of statement B11 reflects that 31 percent of the respondents had a
favourable response. The statement required respondents to indicate whether someone
at work spoke to them regarding their progress in the past six months. Fifty seven
percent of the respondents answered unfavourably to this statement, while 12 percent
were uncertain. The results therefore indicate that most of the respondents did not have
anyone at work that talked to them about their progress.
The analysis of statement B12 shows that 46 percent of the respondents had a
favourable response. This statement required respondents to indicate whether they had
opportunities to learn and grow in the past year. An equal proportion of 46 percent of
the respondents answered unfavourably to this statement, with 8 percent being
uncertain. It thus appears that respondents are indifferent as to whether they have had
opportunities at work to learn and grow in the past six months.
An overall degree of engagement can be established by combining all the items in this
section (B1 to B12). From Figure 4.2 it can be seen that the combined favourable
response is 58 percent. The unfavourable response equates to 31 percent, and the total
neutral response is 11 percent. It therefore appears that the majority of respondents are
engaged at work.
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4.5 ANALYSIS AND PRESENTATION OF SECTION C – FACTORS
INFLUENCING EMPLOYEE ENGAGEMENT
Section C required respondents to answer questions relating to the factors (variables)
that would influence employee engagement. The results of this section is summarised in
Table 4.7. The results are derived from the questionnaire with a five point Likert-type
scale with the following categories: 1 = Strongly agree, 2 = Agree, 3 = Neither agree
nor disagree, 4 = Disagree, 5 = Strongly disagree. The table contains the descriptive
statistics: mean, standard deviation, median, and mode. The primary statistic for the
analysis and interpretation is the mean. The symbol ‘N’ used in the figures of this
section represents the total response count from combining the relevant items in the
questionnaire. The analysis was performed using Minitab® statistical software.
The items in the questionnaire were grouped and analysed per factor. The factors are
communication, leadership behaviours, recruitment and selection, flexible work-life
practices, training and development, recognition and rewards.
Table 4.7: Descriptive statistics for factors influencing engagement
Variable TotalCount Mean Median Mode
Standard
Deviation
Communication 709 2.7588 2.0000 2 1.2788
Leadership behaviors 589 3.0170 3.0000 2 1.2535
Recruitment and
selection 470 2.8894 3.0000 2 1.2512
Flexible work-life
practices 354 2.7797 2.0000 2 1.2309
Training and
development 593 2.7993 2.0000 2 1.3312
Recognition and
rewards 478 3.4331 4.0000 4 1.2717
4.5.1 Communication
Table 4.7 indicates that respondents are indifferent regarding the statements in the
questionnaire relating to communication (mean = 2.7588). The most frequently
occurring response was “agree” (mode = 2). The midpoint of the data is “agree”
(median = 2). The responses vary on average by 1.2788 (standard deviation) to the
mean.
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Based on the mean, the interpretation of the data is that respondents are indifferent as to
whether they are regularly informed about the business through communication
interventions. Goals and objectives are aligned to the corporate strategic plans. During
monthly communication meetings, employees are informed of the company’s
performance against these objectives. Team leaders and managers re-affirm key
discussion points during daily and weekly meetings. The respondents neither agree nor
disagree that their team leaders and managers are good listeners. Communication
sessions also address individual performance. Respondents neither agree nor disagree
that they are kept informed of the current financial affairs and the future of the business.
Figure 4.3: Histogram of Communication results
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Figure 4.3 illustrates that the communication response data is not normal, and is skewed
to the right. The figure confirms the most frequent responses in the agree class. The
variation in the responses can be seen in the relatively wide spread of the data across the
different classes, with disagree being the second highest response.
4.5.2 Leadership behaviours
Table 4.7 indicates that the average response on this factor is “neither agree nor
disagree” (mean = 3.017). The most frequent response to the statements on leadership
behaviours is “agree” (mode = 2). The midpoint of the data is “neither agree nor
disagree” (median = 3). The responses vary on average by 1.2535 (standard deviation)
to the mean.
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Based on the mean, employees are indifferent as to whether their leadership inspire
them. The data also indicate indifference about whether team leaders and managers care
about aspects of employees’ personal lives. The data also indicate that respondents are
in disagreement about whether their leaders provide adequate and effective mentoring
and coaching. Leaders do not always inspire a shared vision and purpose in the
organisation.
Figure 4.4: Histogram of Leadership behaviours results
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Figure 4.4 indicates that the response data do not follow a normal distribution. The data
is bi-modal, to some extent, with peaks in the “agree” and “disagree” classes. The data
is widely dispersed around the mean, indicating that responses vary significantly. The
most frequent “agree” response (mode) is also reflected.
4.5.3 Recruitment and selection
Table 4.7 indicates that respondents are indifferent regarding the statements relating to
recruitment and selection (mean = 2.8894). The most frequently occurring response is
“agree” (mode = 2). The midpoint of the data is “neither agree nor disagree” (median =
3). The responses vary on average by 1.251 (standard deviation) to the mean.
The interpretation of the mean reveals that respondents are indifferent as to whether
enough is done to recruit employees internally, and whether there are suitably qualified
employees that could fill internal positions. Where external recruitment takes place, it is
not always clearly understood why suitable candidates were not found internally. The
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data indicates that respondents are indifferent as to whether the screening and selection
process is transparent and unbiased.
Figure 4.5: Histogram of Recruitment and selection results
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Figure 4.5 illustrates that the response frequency distribution is not normal. The graph
shows that the data is bi-modal, to some extent, with peaks in the “agree” and
“disagree” classes. The most frequent “agree” response (mode) is illustrated. The data is
widely dispersed around the mean, indicating significant variance in the responses.
4.5.4 Flexible work-life practices
From Table 4.7 it can be seen that respondents neither agree nor disagree with the
statements on flexible work-life practices (mean = 2.7797). The answer selected more
than any other answer is “agree” (mode = 2). The midpoint of the data is “agree”
(median = 2). The responses vary on average by 1.2309 (standard deviation) to the
mean.
From using the mean as the primary statistic for interpretation, it can be seen that
respondents are indifferent whether working arrangements at JCI negatively affects
their personal life. Quite often, longer hours are worked to increase production output.
While this means more income for employees, employees can also view this as time
away from home. Respondents are indifferent whether sufficient flexibility is allowed to
decide on the days and hours they will work.
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Figure 4.6: Histogram of Flexible work-life practices results
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Figure 4.6 illustrates that the data do not follow a normal distribution, and is right
skewed. The most frequent “agree” response is illustrated. The data are widely
dispersed indicating that responses vary significantly.
4.5.5 Training and development
Table 4.7 indicates that respondents neither agree nor disagree with the statements on
training and development (mean = 2.799). The most frequently occurring response is
“agree” (mode = 2). The midpoint of the data is “agree” (median = 2). The responses
vary on average by 1.331 (standard deviation) to the mean.
The interpretation of the mean indicate that employees are indifferent on whether they
have the necessary skills to perform their duties, and whether development
opportunities are available frequently. The mean response indicates that respondents are
indifferent on whether they are allowed to gain new knowledge through training and
development interventions.
Figure 4.7 illustrates that the frequency distribution is not normal, and is skewed to the
right. The most frequent response is shown in the agree class. The data is widely
dispersed around the mean indicating a substantial variation in the responses.
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Figure 4.7: Histogram of Training and development results
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4.5.6 Recognition and rewards
Table 4.7 indicates that respondents do not agree nor disagree with the statements on
recognition and rewards (mean = 3.433). The most frequently occurring response is
“disagree” (mode = 4). The midpoint of the data is “disagree” (median = 4). The
responses vary on average by 1.2717 (standard deviation) to the mean.
Based on the mean of the data, the results indicate that employees are indifferent as to
whether their efforts are recognised and rewarded fairly. There is uncertainty whether
extra work, and the discretionary effort that goes into meeting goals are valued by JCI.
Respondents are divided on whether sufficient recognition is given to those who are
considered productive.
Figure 4.8 illustrates that the frequency distribution is not normal, and is skewed to the
left. The modal class “disagree” can be seen by the peak in the graph. The data is
widely dispersed around the mean, indicating significant variation in the responses.
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Figure 4.8: Histogram of Recognition and rewards results
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4.6 ANALYSIS AND PRESENTATION OF SECTION D – OUTCOMES
OF EMPLOYEE ENGAGEMENT
Section D required respondents to answer questions relating to the outcomes of
employee engagement. The analysis was performed using Minitab® statistical software
and the results are summarised in Table 4.8. The primary statistic for the analysis and
interpretation is the mean. The symbol ‘N’ used in the figures of this section represents
the total response count from combining the relevant items in the questionnaire. The
items were grouped and analysed per factor. The factors are productivity, safety,
customer satisfaction, employee retention, and quality.
Table 4.8: Descriptive statistics for outcomes of engagement
Variable TotalCount Mean Median Mode
Standard
Deviation
Productivity 480 2.6110 2.0000 2 1.1685
Safety 600 2.2799 2.0000 2 1.0761
Customer Satisfaction 600 2.0779 2.0000 2 1.0626
Employee retention 480 2.9075 3.0000 2 1.1809
Quality 600 1.9812 2.0000 2 0.9817
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4.6.1 Productivity
From Table 4.8 it can be deduced that employees neither agree nor disagree with the
statements on productivity (mean = 2.6110).The most frequent response is “agree”
(mode = 2). The midpoint of the data is “agree” (median = 2).
Based on the mean, the data indicate that current engagement interventions are not
always effective in improving the productivity of the respondents. Respondents neither
agree nor disagree that their leaders are actively involved in removing barriers that
hamper productivity. Respondents are indifferent regarding how productivity is
measured, and whether the frequency of measurement is adequate.
Figure 4.9: Histogram of Productivity results
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Figure 4.9 shows the frequency distribution for the productivity factor. The data do not
follow a normal distribution, and is right-skewed (skewness = 0.538674). The most
frequent response can be seen from the peak in the “agree” class. The flat shape of the
graph indicates the data is widely dispersed around the mean. This indicates a high
degree of variation in the responses. There is a 95 percent confidence level that the
mean is between 2.5054 and 2.7166. This confirms that the responses for this factor are
neutral.
4.6.2 Safety
Table 4.8 indicates that respondents agree with the statements on productivity (mean =
2.2799) with the average variation on the mean response being 1.1685 (standard
69
deviation). The midpoint of the data is “agree” (median = 2). The most frequent
response is “agree” (mode = 2).
The results indicate that employees perceive the working environment to be safe and
adequate to perform their job. JCI is providing a healthy environment and the facilities
do not pose any health or safety risks to the employees. Employees are taking care to
abide by safety regulations, and their awareness of safety is largely improved by the
safety training they receive.
Figure 4.10: Histogram of Safety results
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Figure 4.10 shows the frequency distribution for the variables in the questionnaire
relating to safety. The data do not follow a normal distribution, and is right skewed
(skewness = 1.09803). The skewness of the distribution indicates that the responses lean
more towards agree. The peak of the graph illustrates “agree” as the modal class of the
data. The wide variation in the responses is illustrated by the flat curve. The responses
are therefore spread across all five categories of the five-point scale, and are not
confined to any specific category.
4.6.3 Customer satisfaction
Table 4.8 indicates that respondents agree with the statements on customer satisfaction
(mean = 2.0779), with the average variation on the mean being 1.0626 (Standard
deviation). The most frequent response is “agree” (mode = 2). The midpoint of the data
is “agree” (median = 2).
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The data indicate that customer satisfaction is important at JCI and that keeping
customers satisfied will lead to business success. The data reflects the understanding
respondents have that customer needs are important. Employees receive regular
customer feedback. Respondents, not directly in contact with customers, indicate that
they support those who are in direct contact with the customer.
Figure 4.11: Histogram of Customer satisfaction results
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Figure 4.11 shows the frequency distribution for customer satisfaction. The graph does
not follow a normal distribution, and is right-skewed (skewness = 1.14014). This
confirms that respondents agree with the statements relating to customer satisfaction.
The most frequent “agree” response is indicated by the peak in the graph. There is 95
percent confidence that the mean response fall between 1.9910 and 2.16447.
4.6.4 Employee retention
From Table 4.8 it can be deduced that respondents neither agree nor disagree with the
statements on customer satisfaction (mean = 2.9075). The most frequent response is
“agree” (mode = 2). The midpoint of the data is “neither agree nor disagree” (median =
3). The average variation on the mean is 1.1809 (standard deviation). The standard
deviation shows there is significant variation in the responses.
From using the mean as the primary statistic of interpretation, the analysis indicates that
not all respondents consider looking for alternative employment. Respondents neither
agree nor disagree that given the opportunity, they would not remain employed at JCI.
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The data indicates that respondents are indifferent as to whether JCI is taking
appropriate action to retain those individuals possessing skills that the organisation
requires. Respondents neither agree nor disagree that employee retention is a high
priority of managers at JCI.
Figure 4.12 shows the frequency distribution for employee retention. The peak in the
graph illustrate that the mode is “agree”. The flat shape of the graph shows the wide
variation in the responses. The mean of the factor is between 2.7999 and 3.0151 at a
95% confidence interval.
Figure 4.12: Histogram of employee retention results
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4.6.5 Quality
From Table 4.8 it can be seen that the most frequent response is “agree” (mode = 2).
This indicates that respondents mainly agreed with the statements on quality (mean =
1.9812) with the average variation on the mean being 0.9817 (standard deviation). The
midpoint of the data is “agree” (median = 2).
The results show that sufficient focus is placed on product quality, and that JCI has
effective quality control measures in place. The analysis shows that reducing scrap,
rework and inspection costs will have significant impact on the business success of JCI.
Respondents agree that JCI is committed to providing high quality products to its
customers, and through continuous improvement strives to improve this quality even
further. The day-to-day decisions taken demonstrate that JCI is serious about quality.
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Figure 4.13 shows the frequency distribution for the quality factor. The distribution is
right-skewed indicating that responses lean strongly towards agree (skewness =
1.04025). The mode is reflected in the peak of the graph. This indicates the most
frequent occurring response as “agree”. At a 95 percent confidence interval, the mean
fall between 1.9015 and 2.0609. The standard deviation is smaller than one for this
factor, which indicates that the responses do not vary significantly across the five-point
scale.
Figure 4.13: Histogram of Quality results
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4.7 THE RELATIONSHIP BETWEEN EMPLOYEE ENGAGEMENT, THE
INFLUENCES OF ENGAGEMENT AND BUSINESS SUCCESS
(OUTCOMES)
The relationships between employee engagement, the factors influencing engagement,
and the outcomes (business success) of engagement were hypothesized in chapter one.
Analysis of variance (ANOVA) was used to test whether the relationships between the
independent variable and the dependent variables exist at JCI. For the first ANOVA test
(H1), employee engagement is the independent variable and business success
(outcomes) the dependent variable. For the second set of ANOVA tests (H2 to H5),
employee engagement is the dependent variable, and the factors influencing
engagement is the independent variable. The symbol ‘N’ used in the table represents the
total response count from combining the relevant items in the questionnaire. The
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statistical analysis was performed using Minitab® statistical software. Table 4.9
summarises the findings of the hypotheses analysis.
A one-way analysis of variance (ANOVA) tests the hypothesis that the means of the
variables are equal. The relationship between employee engagement and business
success, and employee engagement and influences were tested by analysing the means
of the data groups. The significance value for the analysis was set at five percent (0.05).
Where the p-value for the ANOVA test was less than 0.05, the null hypothesis was
rejected at a 95 percent confidence level.
Table 4.9: Results of ANOVA hypothesis tests
Null Hypothesis N p-value Reject/Fail to reject NullHypothesis
HO1 There is no relationship
between employee engagement and
business success
2694 0.000 Reject
HO2 Communication do not
influence employee engagement 709 0.068 Fail to reject
HO3 Leadership behaviours do not
influence employee engagement 589 0.000 Reject
HO4 Policies and procedures do not
influence employee engagement 2238 0.000 Reject
HO5 Recognition and rewards do
not influence employee engagement 478 0.000 Reject
4.7.1 The relationship between employee engagement and business
success
From Table 4.9, the null hypothesis is rejected (p-value = 0.000) for this factor. Support
is therefore claimed for the alternative hypothesis, which states the following:
HA1: There is a relationship between employee engagement and business success
The low p-value suggests there is a strong relationship between employee engagement
and business success. From section 2.7, business success was described in terms of the
outcomes of engagement and included productivity, safety, customer satisfaction,
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employee retention and quality. These variables were combined and analysed as one
factor, named business success. The claim is therefore supported that these variables are
real outcomes of employee engagement in JCI.
The relationship between business success and engagement suggest that JCI can
significantly increase their production volume through engagement, concurrently
cutting costs. Involving employees in the discussion and improvements of the results of
engagement surveys can lead to increased engagement and productivity. Engagement in
the context of productivity involves getting rid of the factors that hamper productivity.
JCI employ people to bring about business success. The relationship suggests that
performance against business goals will improve by creating a more engaged
workforce.
The relationship between business success and employee engagement suggests that
more engaged employees would be less inclined to behave in a manner that may
jeopardise safety. Lost-time safety incidents are a measure of safety in the workplace.
Decreasing the amount of lost time due to occupational injuries will reduce cost, and
contribute to business success.
The relationship between business success and employee engagement also indicate that
as employees become more engaged, they become more concerned about meeting
customer needs. A strong customer focus by engaged employees will ensure that
customer satisfaction is high, even in instances where no direct contact exist with the
end customer.
Effective employee retention strategies and practices demonstrate commitment to
human capital, resulting in more engaged employees and lower turnover. Consequently,
employee engagement has a significant impact on employee productivity and retention.
The relationship between engagement and business success suggests that more engaged
employees would be less inclined to leave JCI. This reduces staff turnover and
recruitment cost, ultimately leading to improvements in business success.
The relationship between employee engagement and business success suggests that
employees’ attitude towards their quality of work will improve as their degree of
engagement increases. Quality costs (failure cost, appraisal cost and prevention cost)
are incurred when products produced do not meet customer requirements or
75
expectations. Employees, who are passionate about their work, are engaged and are less
likely to produce defective products.
4.7.2 The relationship between communication and employee engagement
In Table 4.9, the analysis fails to reject the null hypothesis (p-value = 0.068) for this
factor. This means that support is claimed for the null hypothesis, which states the
following:
HO2: Communication do not influence employee engagement
From the theoretical overview, communication has been found to be effective in
improving engagement where it is not just merely sharing organisational information
and telling employees what to do, but rather a dialogue to share the purpose and value
of the organisation. The statements in this section of the questionnaire focussed mainly
on more traditional communication practices, meaning, the one-way sharing of
information. This would explain why the null hypothesis for communication is not
rejected. It is the opinion of the author that high-performance communication, and
focussing on organisational purpose and value, would have an impact on employee
engagement. Purpose refers to the reason the organisation exists and was created in the
first place. Improving communication will demonstrate to employees how their efforts
go beyond just making a profit, but contributes to society as a whole. Employees feel
increasingly more engaged if they perceive their efforts to be adding value to others’
lives. Current communication in JCI fails to address this need, therefore this study
found the relationship between communication and engagement to be non-existent.
Communication at JCI, largely, involves sharing high-level financial information with
employees. It is not clear whether employees always understand financial data and its
impact on the success of the business. This would further explain why respondents do
not believe this information contributes to their degree of engagement. There is a
missing link between information communicated to employees and their perception of
how they can make a difference in their day-to-day jobs.
4.7.3 The relationship between leadership behaviours and employee
engagement
From Table 4.9, the null hypothesis is rejected (p-value = 0.000) for this factor. Support
is therefore claimed for the alternative hypothesis, which states the following:
HA3: Leadership behaviours do influence employee engagement
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The relationship between engagement and leadership behaviours suggests that
engagement will improve when leaders are perceived to be inspiring. Employees feel
engaged when their work is considered important and meaningful. The task of
leadership is to ensure that employees see how their day-to-day tasks contribute to the
overall success of the business. The leadership style that will most likely lead to
increased engagement is a visionary leadership style. The relationship further indicates
that employees are engaged when they perceive their leaders as caring, supportive, and
sensitive to the employees’ personal life circumstances.
4.7.4 The relationship between policies and procedures, and employee
engagement
From Table 4.9, the null hypothesis is rejected (p-value = 0.000) for this factor. Support
is therefore claimed for the alternative hypothesis, which states the following:
HA4: Policies and procedures do influence employee engagement
Recruitment and selection procedures, flexible work-life practices and training and
development policies were assessed under this factor. The relationship between these
HR-related policies and employee engagement suggest that establishing effective
policies and procedures should positively affect the degree of employee engagement.
The recruitment policy conveys certain messages that attract future employees and
bolster engagement and commitment. The relationship confirms that existing
employees’ level of engagement will be enhanced when they are recruited for desirable
jobs. Where the organisation’s recruitment policy allows external recruitment while
suitably qualified employees are overlooked, these employees’ degree of engagement is
negatively impacted.
The relationship between engagement, and policies and procedures indicates that
allowing employees some flexibility in their working arrangements will increase their
degree of engagement.
The relationship with policies and procedures suggests that conducting induction
training effectively, should leave new employees with a clear picture of their
contribution to the organisation’s mission and purpose. Providing training and
development opportunities to employees enhances engagement, because employees
derive satisfaction from mastering new tasks.
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4.7.5 The relationship between recognition, rewards and employee
engagement
From Table 4.9, the null hypothesis is rejected (p-value = 0.000) for this factor. Support
is therefore claimed for the alternative hypothesis, which states the following:
HA5: Recognition and rewards do influence employee engagement
The low p-value suggests there is a strong relationship between recognition and rewards
and employee engagement.
By recognising the contributions employees make to improve business success, the
behaviour is reinforced and the employee would want to repeat this improvement. The
recognition therefore enhances the employees’ engagement. The reciprocal relationship
between the variables suggests that when employees receive rewards and recognition
they will feel obliged to respond with higher levels of engagement.
4.8 CONCLUSION
This chapter analysed the data collected and presented the results of the empirical study.
The biographical data revealed that the largest proportion of respondents are female (76
percent), occupying hourly–paid positions (77 percent). The largest proportion of
respondents is aged between 31 to 40 years (53 percent) and has been employed at JCI
between six to ten years (45 percent). The highest level of qualification is grade 12 (79
percent). The respondents from the production department constituted 69 percent of all
the departments in the study.
The overall degree of engagement (percent favourable) was found to be 58 percent. The
unfavourable response equates to 31 percent, and the total neutral response is 11
percent. Respondents are neutral on whether communication, leadership behaviours,
recruitment and selection, training and development are factors influencing employee
engagement in JCI. Recognition and rewards was found to be a factor that influences
employee engagement in JCI. The outcomes of engagement (productivity, safety,
customer satisfaction, employee retention and quality) were analysed using descriptive
statistics. Safety, customer satisfaction, and quality were confirmed to be real outcomes
of employee engagement contributing to business success in JCI. Respondents neither
agree nor disagree that productivity and employee retention are outcomes of
engagement.
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The relationship between employee engagement and the factors that influence
engagement, as well as the relationship between engagement and business success were
tested using the ANOVA method of statistical analysis. The study found that a strong
relationship exist between employee engagement and business success. The study also
found that there is no relationship between communication and engagement.
In the next chapter, the results obtained from the empirical study, together with the
results obtained from the theoretical overview, will be integrated to draw overall
conclusions. The chapter will also put forward recommendations for improving
employee engagement and business success in JCI.
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CHAPTER FIVE
CONCLUSIONS AND RECOMMENDATIONS
5.1 INTRODUCTION
Chapter four analysed and presented the results of the empirical study on employee
engagement. The chapter reported on the degree of employee engagement, the factors
that influence engagement and the outcomes of engagement as it relates to business
success.
The study set out to answer three research questions: What is the degree of employee
engagement or disengagement? What are the influences and outcomes of employee
engagement? In addition, what is the relationship between the degree of employee
engagement and the influences and outcomes of engagement? This chapter answers
these questions by integrating the theoretical overview of engagement from chapter two,
with the empirical results from chapter four. The aim of the chapter is to draw
conclusions and make recommendations on the topic of employee engagement in JCI.
This chapter also propose key actions to improve the degree of employee engagement.
5.2 MAIN CONCLUSIONS
5.2.1 Theoretical overview
Although there are a number of different definitions for employee engagement, the
degree of loyal commitment, and the discretionary effort employees exert emerge as
common themes. Various factors and attributes influences engagement, and these
factors can vary from one organisation to the next. The most common factors that
influence engagement are communication, leadership behaviours, human resource-
related policies and procedures and recognition and rewards.
The literature reviewed indicated that there is strong link between employee
engagement and business success. By improving the degree of engagement,
organisations reap the rewards of improved productivity, reduced safety incidents and
customer satisfaction. Engaged employees are less likely to leave the organisation, and
are committed to doing quality work. These outcomes are critical factors for business
success.
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5.2.2 The degree of employee engagement
The degree of engagement was found to be 58 percent. This means that just over half of
the employees at JCI work with passion and feel a profound connection to JCI. Based
on the definition of the levels of engagement (Robison, 2007), engaged employees drive
innovation and move the organisation forward. Disengaged employees were found to
constitute 31 percent of the respondents. This means that just under a third of the
respondents are merely trying to get through their workday with the least amount of
effort. Disengaged employees do not put any energy or passion into their work, and are
not deeply committed to improving the business success of JCI.
The overall degree of engagement gives a holistic view of the engagement results. In
order to understand what drives the degree of engagement (or disengagement) it is
necessary to have a closer look at the twelve items of the questionnaire. The alpha-
numeric item numbers refer to the questionnaire included as ANNEXURE B.
 B1. Expectations. Understanding what is expected to be achieved is an important
and basic employee need. Communicating clear goals and expectations is a critical
management function. How these outcomes are defined and acted upon will vary
per department in JCI, depending on the goals of the relevant department. The
favourable response of 98 percent on this item, indicate that employees believe that
they understand clearly what is expected of them.
 B2. Materials and equipment. JCI is performing reasonably well on this item, but
further improvement is required to reduce the 15 percent of employees who
responded unfavourably. Getting people what they need to do their work is
important in maximising productivity as well as in demonstrating to employees that
their work is valued, and in showing that the organisation is supporting them in
what they are asked to do. By providing the necessary resources, employees see
how their requests for materials and equipment connect to important business
outcomes.
 B3. Opportunity to do what I do best. This item is closely related to working with
passion. The 68 percent favourable response indicates that more than two thirds of
the employees feel they are performing tasks that they are good at. This helps drive
energy and passion (an essential element of engagement) into the task at hand. Also
noticeable is the fact that just under a fifth of the employees feel they could be doing
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tasks which they are better suited for. The challenge for JCI management is to
understand what these employees believe they are good at and to integrate that with
the organisation’s needs.
 B4. Recognition for good work. This item is the lowest scoring item of all the items
in this section, and therefore an area for improvement. It is crucial for managers to
understand what type of recognition is sought by employees. To be fully engaged at
work, employees must believe that they are making a valuable contribution to JCI.
They also must believe that good performance is recognised.
 B5. Someone at work cares about me. Only two thirds of the employees feel that
someone at work cares about them. Feeling “cared about” may mean different
things to different people. A formal employee assistance program (EAP) is a
worthwhile initiative to offer support to employees with special domestic, health
and social needs. Where formal programs already exist in the organisation, leaders
should still take a sincere interest in employee wellbeing and not leave this function
to the EAP practitioners.
 B6. Encourages my development. With 42 percent of the employees feeling that
there’s not enough focus on their learning and development, this item requires
significant improvement. How employees are coached can influence how they
perceive their future. It is suggested that a formal coaching and mentoring program
is established to ensure that training and development activities are supported by the
leaders of the organisation.
 B7. Opinions count. Only half of the JCI workforce feels that their opinions count.
Asking for the employee’s input, and considering these inputs when decisions are
made, can lead to better decisions. This is because employees are often closer than
the leaders are to the factors that affect the overall system. In addition, when
employees feel they are involved in decisions, they take greater ownership of the
outcomes.
 B8. Mission/Purpose. A relatively small proportion (14 percent) of employees
indicated that the mission/purpose of JCI do not make them feel that their jobs are
important. It is the leader’s duty to help people see not only the purpose of their
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work, but also how each person’s work influences and relates to the purpose of the
organisation and overall business success of JCI. Reminding employees of the big-
picture impact of what they do each day and how their work influences the
customer, safety or the public is important.
 B9. Colleagues committed to quality. Fifteen percent of the employees believe that
their colleagues are not committed to doing quality work. This proportion is
relatively high in the light of JCI’s quality expectation of an internal defect rate not
exceeding 0.15 percent (1500 parts per million). Poor quality work by colleagues
impact on engagement since employees rely on each other’s work to continue the
supply chain of good quality products.
 B10. Best friend. Only 50 percent of employees feel that they have a best friend at
work. Leaders appear to not create enough opportunities for people at work to get to
know one another and do not value the importance of close, trusting relationships at
work.
 B11. Progress. Only 31 percent of employees indicated that there has been some
form of communication with them regarding their progress. Hourly-paid,
constituting the largest biographical group of JCI employees, have no structured
performance appraisal system. This is mainly due to the collective bargaining
compensation and benefit systems in place.
 B12. Learn and grow. Less than half of JCI employees (46 percent) acknowledge
that they’ve had opportunities to learn and grow. For salaried staff and managers,
the annual performance appraisal system is currently the platform for discussions
around individual development needs. As discussed earlier in this section, the
appraisal system is not applicable to hourly-paid employees, hence this opportunity
is missed.
5.2.3 The factors influencing engagement
While many organisational factors can influence employee engagement, four factors
were selected for this study (refer to Table 2.2). The factors are communication,
leadership behaviours, policies and procedures and recognition and rewards. Policies
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and procedures were sub-divided into recruitment and selection, flexible work-life
practices, training and development.
The study found that employees are neutral on whether communication, leadership
behaviours, recruitment and selection, training and development are factors influencing
employee engagement in JCI. Recognition and rewards was found to be a factor that
influences employee engagement in JCI.
Recruitment and selection had the smallest mean variation in the response data, while
training and development had the biggest variation.
5.2.4 The outcomes of engagement
The outcomes of engagement selected for this study were productivity, safety, customer
satisfaction, employee retention and quality (refer Table 2.2). The outcomes of
engagement (productivity, safety, customer satisfaction, employee retention and
quality) were analysed using descriptive statistics. Safety, customer satisfaction and
quality were confirmed to be real outcomes of employee engagement contributing to
business success in JCI. Respondents neither agree nor disagree that productivity and
employee retention are outcomes of engagement.
Employee retention had the biggest variation in the response data. Quality was found to
have the least variation.
5.2.5 The relationship between employee engagement, the influences of
engagement, and business success
There is a strong relationship between employee engagement and the following factors:
leadership behaviours, recruitment and selection, flexible work-life practices, training
and development, and recognition and rewards. The study found that communication
that merely shares information with employee does not have a direct relationship with
employee engagement.
A strong relationship exists between the degree of employee engagement and business
success. Organisations are in business to create value for all stakeholders. An objective
of business is to maximise the return on investment. Understanding that there is a
relationship between employee engagement and business success provides justification
that organisations should strive to increase the degree of employee engagement in order
to increase stakeholder value and maximise the return on investment.
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By improving the degree of employee engagement, organisations can significantly
increase productivity and reduce the cost of poor quality. Engaging employees reduces
the number of safety-related incidents at work. Engagement therefore increases business
success by reducing absenteeism caused by lost-time injuries. Engaged employees have
a heightened awareness of customer needs, and strives to increase customer satisfaction
levels. The relationship between employee engagement and business success suggests
that employees’ attitude towards their quality of work will improve as their degree of
engagement increases. Increasing the degree of engagement bolsters the employees’
loyal commitment and improves employee retention.
5.3 RECOMMENDATIONS FOR IMPROVING THE DEGREE OF
EMPLOYEE ENGAGEMENT
5.3.1 Communication
For employees to buy into the mission and purpose of JCI, a high performance
communication strategy should be established. The current communication strategy
mainly focuses on sharing historical (previous month) business performance data.
Communication that focuses on information sharing only is regarded as low
performance communication. High performance communication focuses information on
groups or individuals where they can see how individual actions impact on the business
as a whole.
5.3.2 Leadership behaviours
To ensure that employees feel their opinions count, JCI leaders should actively seek
ideas and input from employees on a regular basis. It should be ensured that frequent
follow-up is made on ideas and input. Leaders should emphasize to their subordinates
the importance of their ideas. They should work with employees to solve problems and
to ensure that good ideas are submitted and considered. While a suggestion scheme is in
operation, the scheme is not actively promoted and opinions encouraged.
JCI leaders should cultivate the idea that there should be close friendships at work.
They should create opportunities for people to get to know one another (for example
social activities, birthday celebrations), which is a basic human need. Quite often
administrative staff and managers, who are not directly involve with factory operations,
know very few workers. Getting to know employees can positively influence
communication, trust and other outcomes.
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To show employees that someone at work cares about them, leaders should show
personal interest in each of their subordinates. This could be done by finding out about
their family, interest, and hobbies. They should make note of important events in an
employee’s life (for example, a child’s graduation, birthday) and follow up about them
during informal conversations.
5.3.3 Policies and procedures
JCI should initiate a performance appraisal policy that includes hourly-paid employees,
and affords them the opportunity to get feedback on their progress. Providing a
structured time to discuss each employee’s progress, achievements, goals and
development needs, is important for both leaders and subordinates. Team leaders should
regularly meet with individuals, and not just give team-based performance feedback as
is currently the case. Both parties can learn from this interaction, and will ultimately
lead to improved decision-making.
5.3.4 Training and development
To improve on learning and growth, employees can be asked to identify one job-related
skill or specific area of knowledge that they would like to develop. Leaders should take
care that the skill or knowledge is reasonable, and could be gained on the job. Each
person should identify his/her learning goal, and a target completion date. The
organisation should collect and maintain this information, and conduct follow-up
meetings to track employee progress. Provide opportunities for employees to apply and
demonstrate their newly acquired skills, and give positive reinforcement for success.
Both the employee and the organisation will profit, when the manager assist the
employee to improve as an individual. This could be done by providing opportunities
that are in line with the employee’s talents and strengths.
Workplace skills assessments are conducted annually at JCI. The objective is to
understand which skills exist in the organisation, and which skills are required to
achieve business outcomes. The organisation should endeavor to understand which
skills employees want to have, and aligning this with the needs of the organisation.
In addition to having a need to be recognised for good work, most employees have a
need to know they are improving and have chances to improve themselves. JCI leaders
should select training that will benefit not only the organisation, but also the individual.
To make improvements in learning and growth, leaders should discuss short- and long-
term goals, potential obstacles to success, and resources that employees may need.
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Employees should be assisted to envision their careers three to five years in the future.
Leaders and subordinates must work together to identify the skills and opportunities
needed to advance. Progress meetings should be setup, at least quarterly, so that each
employee is updated on their goals. Employees should be assisted in developing career
development plans, as appropriate.
It is recommended that JCI set up a formal mentoring program that encourages one-on-
one relationships between junior and senior employees. Mentors should be encouraged
to meet with the person they mentor on a regular basis. In these meetings, mentors
should answer questions, provide support, and encourage employee growth and
development.
5.3.5 Recognition and rewards
Various types of rewards and recognition show employees that their work is noticed and
appreciated. Effective leaders can always find meaningful ways to ensure that good
performance is recognised. Options range from verbal acknowledgement and praise to
formal recognition programs with awards. It is important that JCI leaders vary their
recognition and understand what each employee values. With this approach, a wide
variety of employees can feel appreciated and rewarded. Some examples to be
considered by JCI are:
 public praise
 challenging tasks
 more responsibility
 promotion
 simple thank you
 formal recognition programs
 acknowledgements from senior leaders
Various opportunities for public praise exist and should be utilised more effectively
within the organisation. The monthly communication meetings are an ideal platform to
recognise employees who have gone the extra mile in the previous month. Some
employees might prefer tasks that are more challenging. It should be noted that the
manufacturing operations could become tedious; therefore, job enlargement through
rotating functions should be explored. Senior managers are not visible enough in the
factory. This could be improved by making an effort to personally thank people that
have exceeded productivity and quality expectations during factory visits.
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The above recognition and reward recommendations can mostly be considered as
informal recognition. It is recommended that a formal recognition and reward system
also be established in JCI.
5.3.6 Productivity
The degree of employee engagement can be significantly increased by removing the
obstacles that hamper productivity. To improve resource (tools and equipment)
availability, leaders could ask each person to prepare a list of the additional tools,
materials, and equipment that would be helpful to have. Items identified should be those
that would help boost quality and productivity, and not just “nice-to-have”. Providing
resources sends a message that the employees’ job is important and contributes to the
success of the organisation.
5.3.7 Quality
In order to improve quality, leaders should focus to understand if quality and
improvement priorities are clear. Everyone should be comfortable challenging decisions
that do not demonstrate quality and improvement priorities. The use of visual
management is crucial to communicate quality concerns reported by customers and to
drive quality performance.
5.4 GENERAL GUIDELINES FOR EMPLOYEE ENGAGEMENT
Table 5.1 outlines general guidelines that can be followed to improve employee
engagement.
Table 5.1: General guidelines for employee engagement
Degree of engagement
 Organisations should ensure that all employees know what is expected of them.
 The necessary materials and equipment should be provided to ensure tasks can be
performed effectively.
 Employees should be provided the opportunity to do what they do best every day.
 Organisations should ensure that employees doing good work receive recognition or
praise at least every six months.
 Leaders should care about employees as a person.
 Leaders should actively encourage employees’ training and development.
 Organisations should ensure that they consider the employees’ suggestions and
opinions.
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Degree of engagement(continued)
 Communicating the organisation’s mission and purpose should make the employees
feel that their job is important.
 Organisations should ensure that all employees are committed to doing quality.
 Organisations should cultivate the idea of friendships amongst employees in the
workplace.
 Organisations should discuss performance and progress with all employees at least
twice per annum.
 At least once per annum employees should be afforded opportunities at work to
learn and grow.
Factors influencing employee engagement
 Remind employees often how they can make the organisation more successful.
 Regularly talk to employees regarding their performance and goal accomplishment.
 Provide coaching and mentoring to employees.
 Organisations should not recruit people from outside while suitably qualified people
are available internally.
 Employees should be made to understand why their internal job applications were
unsuccessful.
 Employees should be afforded some flexibility to decide about their working hours
and workdays.
 Organisations should reward employees fairly based on their knowledge and skills.
 Organisations should ensure that it recognises and rewards productive people.
Outcomes of engagement
 Discussions that lead to improvements in productivity should be held between team
leaders and employees.
 Productivity should be measured regularly.
 Organisations should ensure that they provide adequate safety training to
employees.
 Employees should be made aware of what is regarded as unsafe acts at work.
 Organisations should ensure that employees receive regular customer feedback.
 Organisations should ensure that customer problems are dealt with promptly and
effectively.
89
Outcomes of engagement(continued)
 Organisations should provide an environment that is conducive to balancing work
and personal life, which will encourage employees to remain with the organisation.
 Organisations should act appropriately to retain skilled employees.
 Organisations should continuously strive to improve the quality of its products.
 The day-to-day decisions should demonstrate to employees that the organisation is
serious about quality.
5.5 OPPORTUNITIES FOR FURTHER RESEARCH
The relationship between employee engagement and business success were not
extensively quantified in this study. The opportunity exists to build on the findings by
developing a model to quantify business success as it relates to employee engagement.
Employee motivation and its link to employee engagement is a vast subject field on its
own. In order to understand what type of recognition and rewards will effectively
motivate JCI employees is an opportunity for further research.
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ANNEXURE B - QUESTIONNAIRE
SECTION A
BIOGRAPHICAL DATA
Please answer all statements by marking it with an ‘X’ in the appropriate box.
A.1 POSITION IN JC1:
A.2 GENDER:
A.3 AGE:
A.4 LENGTH OF EMPLOYMENT AT JCI:
A.5 HIGHEST LEVEL OF QUALIFICATION:
Hourly-paid
Salaried staff
Salaried Technical or Professional
Team leader/Technician
Manager
Other (Please specify):
Male
Female
Below 20 years
21 – 30 years
31 – 40 years
41 – 50 years
51 – 60 years
61 years and above
Less than 1 year
1-5 years
6-10 years
11-15 years
16-20 years
More than 21 years
Matric (Grade 12)
National Diploma (Matric +3 years study)
Degree
Post graduate degree
Other (please specify):
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A.6 DEPARTMENT EMPLOYED WITHIN JCI:
SECTION B
DEGREE OF ENGAGEMENT
Please indicate the extent to which you agree/disagree with the following statements.
DEGREE OF EMPLOYEE ENGAGEMENT
St
ro
ng
ly
ag
re
e
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gr
ee
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ei
th
er
ag
re
e
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di
sa
gr
ee
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is
ag
re
e
St
ro
ng
ly
di
sa
gr
ee
1. I know what is expected of me at work. 1 2 3 4 5
2. I have the materials and equipment I need to do my
work effectively. 1 2 3 4 5
3. At work I have the opportunity to do what I do best
every day. 1 2 3 4 5
4. In the past six months I received recognition or praise
for doing good work. 1 2 3 4 5
5. My team leader/manager, or someone at work, seems
to care about me as a person. 1 2 3 4 5
6. There is someone at work who encourages my
learning and development. 1 2 3 4 5
7. My ideas and suggestions seem to count at work. 1 2 3 4 5
8. The mission/purpose of JCI makes me feel my job is
important. 1 2 3 4 5
9. My fellow employees are committed to doing quality
work. 1 2 3 4 5
10. I have a best friend at work. 1 2 3 4 5
11. In the last six months, someone at work talked to me
about my progress. 1 2 3 4 5
12. In the last year, I’ve had opportunities at work to
learn and grow. 1 2 3 4 5
Production
Quality Control
Logistics
Maintenance
Finance/Accounting
Human Resources
IT
Programmes/Development
Other (please specify):
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SECTION C
FACTORS INFLUENCING EMPLOYEE ENGAGEMENT
Please indicate the extent to which you agree/disagree with the following statements.
FACTORS INFLUENCING EMPLOYEE
ENGAGEMENT
St
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e
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ee
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ee
D
is
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e
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gr
ee
1. I am often reminded of how I can make JCI more
successful. 1 2 3 4 5
2. My team leader/manager is a good listener. 1 2 3 4 5
3. My team leader/manager regularly talks to me about
my performance regarding goal accomplishment. 1 2 3 4 5
4. Regular communication helps me to understand
what the purpose and value of JCI is. 1 2 3 4 5
5. I am regularly informed about the financial affairs
of the business. 1 2 3 4 5
6. I am kept informed about future developments in
JCI. 1 2 3 4 5
7. My team leader/manager inspires me. 1 2 3 4 5
8. My team leader/manager cares about aspects of my
personal life. 1 2 3 4 5
9. My team leader/manager cares about my future
career. 1 2 3 4 5
10. My team leader/manager provides coaching and
mentoring for me. 1 2 3 4 5
11. My team leader/manager explains how my tasks
contribute to JCI’s vision and mission. 1 2 3 4 5
12. JCI sometimes recruits people from outside while
suitably qualified people are available internally 1 2 3 4 5
13. People understand why their internal job
applications were unsuccessful. 1 2 3 4 5
14. JCI uses proper and unbiased screening and
selection techniques when appointing people. 1 2 3 4 5
15. My induction/orientation training helped me to
understand all aspects of the organisation. 1 2 3 4 5
16. My working hours sometimes negatively affect my
personal life. 1 2 3 4 5
17. I have sufficient flexibility to decide about my
working hours and work days. 1 2 3 4 5
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FACTORS INFLUENCING EMPLOYEE
ENGAGEMENT
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18. JCI is sensitive to striking a balance between my
work- and personal life. 1 2 3 4 5
19. I have the necessary knowledge and skills to
perform my job well. 1 2 3 4 5
20. In the past six months I have learnt something new
at work. 1 2 3 4 5
21. JCI provides regular development opportunities
for employees. 1 2 3 4 5
22. In the past six months I have been rewarded or
recognised for doing extra work. 1 2 3 4 5
23. I am rewarded fairly based on my knowledge and
skills. 1 2 3 4 5
24. JCI recognises/rewards productive people. 1 2 3 4 5
SECTION D
OUTCOMES OF ENGAGEMENT
OUTCOMES OF EMPLOYEE
ENGAGEMENT
St
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e
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ro
ng
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ee
1. I am more productive as a result of engagement
activities at JCI. 1 2 3 4 5
2. My team leader/manager helps to remove the
obstacles impacting on productivity. 1 2 3 4 5
3. Discussions I have with my team leader/manager
lead to improvements in productivity. 1 2 3 4 5
4. Productivity is regularly measured in JCI. 1 2 3 4 5
5. The physical working conditions in JCI are
adequate for me to do my job. 1 2 3 4 5
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OUTCOMES OF EMPLOYEE
ENGAGEMENT
St
ro
ng
ly
ag
re
e
A
gr
ee
N
ei
th
er
ag
re
e
or
di
sa
gr
ee
D
is
ag
re
e
St
ro
ng
ly
di
sa
gr
ee
6. JCI provides a safe and healthy working
environment. 1 2 3 4 5
7. I always take care about safety regulations at JCI. 1 2 3 4 5
8. I receive adequate safety training at JCI. 1 2 3 4 5
9. I am aware of what is regarded as unsafe acts at
work. 1 2 3 4 5
10. Customer satisfaction is important for the
success of JCI. 1 2 3 4 5
11. I am concerned about meeting the needs of
customers. 1 2 3 4 5
12. I support others who have direct contact with
external customers. 1 2 3 4 5
13. I receive regular customer feedback. 1 2 3 4 5
14. Customer problems are dealt with promptly and
effectively. 1 2 3 4 5
15. I often consider looking for a job in another
company. 1 2 3 4 5
16. JCI provides an environment that is conducive
for balancing my work and personal life which
makes me want to remain with the company.
1 2 3 4 5
17. Employee retention is a high priority of all
managers at JCI. 1 2 3 4 5
18. JCI takes appropriate measures to retain skilled
employees. 1 2 3 4 5
19. JCI is committed to provide high quality
products to its customers. 1 2 3 4 5
20. JCI continuously improves the quality of its
products. 1 2 3 4 5
21. The day-to-day decisions at JCI demonstrate
that we are serious about quality. 1 2 3 4 5
22. Reducing scrap, rework and inspection can have
a strong impact on the profitability of JCI 1 2 3 4 5
23. JCI has proper and effective quality control
measures in place. 1 2 3 4 5
Thank you very much for participating in this project. Your time and input is greatly
appreciated.
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